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ABSTRACT t

\J

\)

. Thi,s» thesis focuses on the administration of Inter- A !

. , 9.

service Support Agreements (ISSAs) at eight U.S. Navy shore ‘_“
installations. Three issues at:e addressed: (1) the types of :‘_'n"'
) o

problems being faced by individuals responsible for %

administrating ISSAs; (2) the incidence and resolution of

disputes between host -nd tenant activities; and (3) the

”,
T

.determination of coast savings which result from having an

]

ISSA. The thesis concludes that difficulties being

POt
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experienced may be classified into five categories and are

rnot severe overall; disputes occur infrequently and are

,
resclved in a professional marrner; significant variation e
.‘.\
..P\
exists in the ways cost savirgs are determined. Recom- P
. 0
merndations for improving ISSA administration are offered. o
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I. INTRODUCTION o €

L.o®

A. BACKGROUND

The Deferiszse Retail Interservice Suppocrt (DRIS) Program
was established in 1373, The purpose for the Program is
stated in Department of Defense (DOD) Regulaticn 422@. 19R:

. . «.to promote interservice, interdepartmental, anrd
interagercy suppcrt within the Department of Defewnse and
among participating norn~-DOD agencies and to improve
effectiveriess and economy in operations by eliminating
duplicate support services among DOD Compornents and
participating rion-DOD agencies without jeopardizing
mission accomplishments [Ref. 1, p. il. .

The support services being referred to are base support
services. Base support services include aver 100 categories
af services, such as civiliarn persornel subport, laurndry,
police and fire services, maintenance of real property, and

¢

maintenance of vehicles at Y.S8. military installations
.
 around the world ([Ref. 2,' p. 21.-° Theré are sighificant:
benefits from the elimination of duplicative support
services at military installations located within close
proximity of ore another. In a 1380 report, the Gerieral
'Qccounting Office estimated that eliminating duplication in
base support services could have saved $12 billiocn in the
fiscal year 1978 Deferise budget alone (Ref. 3, p. il.
Interservice Support Agreements (ISSAs) are one method

specified by the DRIS Pragram for eliminating duplication of

base support services within a gecgraphic area. These

7
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agreements identify one activity as being the host and

another activity as being the tenant. The ISSA documents

©

‘the types and levels of support the hast activity agrees to

provide tao the tenant activity.

B. OBJECTIVE AND RESEARCH QUESTIONS

:This ‘thesis vfocuses on tﬁe administration of ISSAs by
individuals  located at eight U.S. Navy shore installations
within the conmtinental United States. . (These individuals
are referred to as "field managers”.,) The cobjective aof this
study was to determine how I8SAs are actually being
administrated by field vmanagers at U.S5. MNavy shore
instarlatiohs. .

‘The - research questiors addressed -three issues: the
administration of ISSAs by fieid managers, the issue of
disputes between hasts and tenants over the interpretation
of ISSAs, aﬁd the aetermination and use of cost savings
reported by field managers. Specifically, the research
questions were:

(1) Are managers experierncing any problems in preparing
and/or administrating_ISSQs? If so, what are these
problems and what are some recommended solutions?

(2) How freguently do disputes arise over I5SAs? Are
there any categories of disputes that appear to

recur? How are disputes resolved?

LA A R A A A A A
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(3) How are the reported cost saVings that result from

having host-tenant agreemernts |[determined? What is

e -
¢ .
© <

being done with this data?

C. THEDRETICAL FRAMEWORK

One of ¢the criticisms of the bRIS Program is fhat the
Defernse Départment is not aggressivefy pursuing interservice
support agreements as a methcd for cénsolidating duplicative
base support services. Whether or n&t more ISSAs with other
activities were possible, at the insfallations selected, was

not considered by this research. }Instead, the thesis was

desigrned to focus on what happens after an ISSA has been

signed by representatives from the hast and tenant activi-

ties. The thecoretical framework a]so;established that field

managers seek to accomplish their missions by maximizing the
1

scarce rescources they bhave available to them. One of the

most important rescurces is time.

! <

VNegotiating ISSAs Qas percéived %y the:researcher to be
an elaborate and time consuming procgss. Hosts and tenants
are, in effect, eritering into contracts with each other.
Resolving any disputes that arise wdﬁld take t;me away from
a field manager’s other duties; for éxample, in the case of
a financial manager, preparing and :executing the budget.

Negotiatiorn and admirnistration of ISSAs are only two aspecte

of this FPraogram for a field manager. A third is determining




savings that result from having a

and reporting any cost

©

host-ternant agreement. .

c

°
°

The determination of cost savings was of particular

interest during the course of this study. Indeed, the

maintairned a strong belief that cost savings are

3

researcher
ore of the major aspects of the DRIS Frogram. To begin
with, determining and reporting cost savirngs is specifically

emphasized in  DOD Regulation 4@22.13R and in OFNAY
Irnstruction 400Q0. 84, Alsc, the majority of the field
managers interviewed reported they were expernding time and

effort, or requiring tenant activities to expend time and

effort, to determine cost savings. Cost savings, then, were

perceived to be an extremely important quantitative meacure

3

of the value aof the DRIS Program.

D. SCOFE, LIMITATIONS, AND ASSUMPTIONS

The research for this thesis corncentrated on the
preparaticn and administraticon of ISSAs at eight U. S. Mavy

shore installations:

(1) Naval Air Station (NAS) Alameda, California (CA)

(&) The Naval Postgraduate School, Monterey, Califarnia
(3) Naval Stationn (NS) Sarn Diego, Californmia

(4) NAS Nowth Island, California

) 'NS Charleston, South Carclina (SC)

(&) NS Norfolk, Virginia (VA)

1@
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(7) NAS Oceana, Virginia

(8) NS Newport, Rhade Islard (RI)
Tgese installaticns comprise:the sample foi this thesis. o o ¢
The sample size was caornstraired by time and funding
consideraticns. Nevertheless, the eight installations
selected  were considered to constitute a fair sample for
three gerneral reasons. "
First, " they are evenly split between the twz U.S.
coasts. Four are located orn the west coast and four are on
the east coast. All four of the west coast installaticons
happen to be lorated in California. The reasons for select-
ing these were the relative ease with which travel and data

3

collection could be accomplished from the Maval Postgraduate

c <

Schaaol (also located in Califormia) armd the fact that the

majority of the U.S. Pacific Fleet is found in the2 San Diegw
area. Tge fact that four of the eight installatiovs sampled
are located in one state' is not considered a majo;“
limitation.

Second, the sample includes some of the largest Navy

installations in the country.( For exa;ple,’Nav%l Statiaore:
San Diego and Norfolk are the largest installations on the
west and east coasts, respectively.

Third, the eight installations are fairly represen-

tative of the types of Navy irstallations found within the

continental U.S. Although similarities and disparities

11
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among the installatiorns -an be identified, it is beyond the

- scope aof this thesis to provide a comprehensive review of

them. However, tﬁ argue the point that the sample selected
does represent fairly the population of Navy installations
within the Urited States, scme similarities and disparities

©

are presented belaow. )

Naval Stations San ’Diega, Charleston, and Nor-folk
(and to a lesser degree, Newport and Alameda) are similar in
that they serve as.homeporté te surface ships. Three of the
installations are dissimilar because they are Naval Air
Stations:  Alameda, Nofth Island, arnd Oceana. The Naval
Postéraduate School has an education mission. Naval Station
Newport [dncludes the Naval War College, ancther activity
with an educatiornn mission, as well as the Surface Warfare
Officers Schools Command, a major training facility. Naval
Stations San Diego, Charleston, and Norfolk are also major
training sites be;ausé eac% of these bases contains ; large
Fleet Training Center. Naval Air Stations Alameda, Nt h
Islard, ard Oceana do not. Neither daoes the Naval
Postgraduate Schoaol,

The variation that exists among these installaticns
(Qhether in the nrumber of ternant activities, the specific
types of terant activities, or the specific kirds of support

offered) is seen as a positive element. This is because the

-
i
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variety is considered to support the argument that the

sample fairly represents the entire ‘population Cochavy

. installations within the United States.

Only relationships documented by an ISSR were used.
Memoranda of Undgwstanding and Memoranda of Agreement were
rot corsidered as déta for the thesig, for several reasowns.
These documents do not have a specified format. Nor is
there a requiremenf to determine and eport cost savinges
associated with them. Further, OPNAVINST 4000.84 specifical-
ly requires all host-terant agreements be documented on an
ISSA, DD Form 1144 [Ref. 4, p. 11].

The research was limited toa the perspective of field
managers at host activities. It was originally planned to
interview a sample of mariagers at tenant activities. This
plan was dropped, however, because of concerns that time
”would permit the researcher to interviey, at best, managers
a£i only ;wo tenant ac;iQELi;s pef insfall#tion. Tge
researcher strorngly felt that the data gathered from such a
méager sample of the tenant population would be an
inadequate base upocn which to build any comclusions aor
recommendations concerning the Navy DRIS program.

S Limitaticre
The limitations of this thesis are:

(1) There is an on-going debate betweer DRIS Program
managers in Wacshington D.C. over the future of the

DRIS Program. This debate is discussed in Chapter

-
18]
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I1I.] As a result of this debate, the possibility

exists that the findings presented in this thesis may

© a
e ¢ . I3 B <

" be jovercome by events.

(2) The firdings represent only the perspectives of field

! . . N
.managers at host activities. .

3. Assumpt ions

The researcher made two assumptions. Orne, that the
1

informatidn givem to him by the field managers interviewed
was, to thb best of the field managers' krnowledge, accurate.
Two, that the reader was familiar enocugh with the DRIS Peao—

gram that an exhaustive explanation of it was urrnecessary.

E. METHODOLOGY

The - pethodolagy selected was perscnal  interviews.
Inter*viewsi were conducted with individuals responsible for
either admiristrating, supervising, or suppoﬁtiﬂg the DRIS
qugram in the Navy. There were two groups cf these

individuals. The first were the field managers. The second

group was comprised of persons located in Washington, D.C.
and at tﬁe Army Logistics Management Center in Fort Lee,
Virginia.

This %ethodology was gselected because it offered the
researcheri the greatest degree of flexibi}ity‘to gather

-
. data. . Specifically, it was decided that gf/ﬁg an instrument
such as a survey would restrict the pecple being gueried to

answering only within the rarge of respcnses provided orn the

14
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survey. Anacther advantage to using interviews was that it
allowed the researcher to instantly eliminate any confuszion

surroundiﬂg a ':question beiﬁg ashked. Likewise, the )

researcher was able to follow up on relevent points made by ya
the interviewee, as  well as resolve any perceived

inconsistencies and confusion ehcounterad during the course
of the interview. R final advantage offered by irnterviews
was thay it provided a means by which thz resesarcher cculd
be referred to other individuals, when a particular que;tion
was either beyond_the expertise or realm of responsibility

of the perscon currently being interviewed.

1. Interviews With Field Managers

The majority of the findings presented in this

thesis were derived from these interviews. The format for

~these interviews is explained in Appendix B. The

determining factors used by the researcher to select an

; =

individuai fdr é :fieldvmaﬁagerciﬁtervaew were: Iengfﬁ de
time the individual had beernn in his or her jab, the
experience level the individual felt he/she had attained in
regards to the preparation and administration of host-terant
agreements, and the specific responsibilities the individual
had. Significarnt details of these interviews follow.
a. NAS Alameda, CA
The Assistant Budget Officer wacs interviewed.

The responsibilities of this individual included supervising



‘the preparation and administration of ESSQS. Thisinterview
was conducted ocn-site.

°.b.  The Naval Paostgraduate School, Monterey, CA .

3 c <
3 . ¢ o .

The Public Works Qdminiéttative Officer was
interviewed. This perscn’s responsibilities irncluded
preparation  and administragion, of the ISSAs for the‘Naval
Postgraduaté Schadl. This ihtervi;w wa; conducted on—-site.
c. NS San Diegw, CA

The first interview at this installation was
with an Engineering Techrician assigned to the Staff Civil
Engineering Office. This individual is responsible for
preparing"and Ladministratingc‘the servicés portiorn of the
ISSAs  at Navai Station Sarn Diego, and was regarded by hics
supervisors as the field manager for the ‘ingtallation.  Thisz
interview was conducted arn—-site. .

The researcher was referred by the field marnager

to the Comptroller’s Office for information regarding the

determinaticn’ arnd repovrting of cost savings. At the

Comptroller’s Office, the Comptraoller was interviewed three
times. One of these interviews was conducted ar—site. The
remainder were conducted over the telephorne.
d. NAS Nocrth Island, CA
A Budget Aralyst was interviewed. This
individual is responsible for prepariﬂg and administratbting
the I18S8As at this installation. This interview was

conducted orn-site.

16




e. NS Charleston, SC

3

A Manag?menf Qnalyst in the Resources Management
Départme%t vwas interviewéd; rThis individual'is Feéponéible‘
for the preparation ard administration of ISSAs athaval
Station Charleston. This interview was conducted over the
telephorne. , | :
f. NS Nerfolk, VA

A Management Analyst in the Comptroller’s Office
was interviewed. This persocn is responsible for preparing
and administrating the naval station ISSAs. This interview
was conducted cver the telephone.

g. NAS DOceana, VA

The Supervicsor fof Commercial RActivities waz
interviewed, Th;s person is responsible %or the preparaticon
and administraticn of IS5SAs at Naval Air Station Oceana.
This interview was conducted over the telephone.

e h. NS Newport, RI e

The Finarncial Manager for the Naval Education
and Training Center at Maval Station Newport was
interviewed. Th;s person’s responcibilities include
supervising the si;gle Budget Arnalyst who actually prepares
and administrates the ISSRs at this installation. This

interview was conducted over the telephone.

e Dther Interviews

Telephore interviews were alsa conducted with DRIS

Program coordinators  in Washington, D.C., and with the

17
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coordinator of the DRIS course at the Army Logistics

course
Managemert Center in Fort Lee, Virginia. The purpose of
o . . ‘ T e B ‘ Coe ‘.

these interviews was to obtain background imformation on the

DRIS Pragram.

D.C., the RAssistant tco the DOD DRIS

°

Irn Washington,

Program Administrator was interviewed.

assigned in the Installation Support office of the Office of

the Assistant Secretary of Defernse (Acquisition and LLogis-—

tics). Also interviewed was the Navy Executive Coordinating

Agent for the DRIS Program.
At the Army ngiétics Marnagement Cenrter, the coom--
dinator of the DRIS Course was interviewed. This individual

instructs field managers sent to Fort Lee, -and hac alsa

instructed field managers when the cowrse has  beern takon

across the country and overseas as exportable training.

F. - DEFINITIONS AND ABBREVIATIONS . Ce
Apperndix A is a glassary of terms used in this thesis.

For ease of refererce, a Table of Abbreviaticons is located

at the begirming of this thesis.

G. SUMMARY OF FINDINGS

The significant findivngs of this research are presented

belaow.

18
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1. Problems Administating ISSAs

The problems faced by field managers can be claszsi-

-r

° . 'fied into five categories: - o c o
{1) Getting ISSAs Tﬁrough Twao Organizations
- (2) Perscrnel Shaortages
(3) Problems Determining Cost Bavings
(4) Interpretinglnﬁplicable Regulationrs

(S5) Physical Space Problems.

2 The Iccue of Disputes

The following information summarizes the findivgs
for this issue:
(1? Disputes between haosts arnd terants téna to cceour
infrequently.
(2) Disputes tend to be resoclved through négotiation arid
by referericing the regulations.
- (3) Disputes tend to be resolved at the lowest practical
o e ‘ .- level of an installations organization structure.
(4) Gererally, disputes tend to ccour more aoften cover the
appropriateress of a host seeking reimbursement from
a tenant.

3

. : L3
3. The Determinaticr of Cost Savinge

<

The following informaticon summarizes the findirngs
for this issue:
(1) Cost savings are determirned via norn—standard
methodologies.

(2) The cost savings that are reported are rnot verified.
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(3) Two significant questions are raised concernirng the

. - determination of cost savings. One, are the

¢ o
- . B © o IS o

¢« cost savings accurate? Two, are all possible cost

savings being reported?

H: ORGANIZATION OF STUDY

Chaptef Il provides & broad overview of the DRIS

Program. The findings from the ihterviews conducted with
the field marnagers are presented in Chapter III. Rl1l of the
data gathered by the researcher for this study is analyzéd,
in the context of :the research questions, in Chapter IV.
Finally, recommendations for the administration of ISSAs are

offered in Chapter V.




IT. BACKGROUND: THE DRIS PROGRAM

3 Tox <

A. A PROGRAM TO REDUCE THE COST OF BASE SUPPORT SERVICES
Normally, base support services are finarced by each
installation Feceiving funds budgetéd’ for that purpoce
fRef. &, p. 21l. With soc many military installations arourd
the world (Navy, as well as those belonging to the other
armed services), it is irnevitable that the tQpes of bace
support services being provided at one }nstallation dupli-
cate the types being provided at other installations. If
these installations are located within a reasconable diztarce
of each other, then the possibility exists that the beszst u=e
of the base ;upport services funds available within thes DOD
budget is - rnot being made. The 1980 GAC report, that esti-
mated elimi;ating duplication in bas=z support services could
have saved $12 billion -in the fiscal year 1978 Deferce
budget alone, alsa reported that civilian personrel costs
could be reduced thirty percent, if efforts to consolidate

civilian - persornel services were aggressively pursued

c c 3

¢ <

tRef. 3, p. 21.

(8]

While it may seem that duplication in base support
services in_ inevitable, tolerating the waste that results

from a knowr duplicaticon is _avoidable. Since 1972, the DRIS

Frogram ﬁgs existed irn order to identify and combat duplica-

tive base/§ubport services. The DRIS Praogram is actually
; .
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comprised of two different programs. The first is the

Commercial Activities Program.  This program forces cornsoli-

e € o o 4 .

datibn‘ég duplicate b;se(suppdrf services by cbﬁ%racting‘oat
the service to local private sector firms. The second
program is commonly referred” to as the DRIS  Program.
Although this is a misnomer (because it nreglects “the
Commercial Activities Program), the phrase DRIS Pragram is
the official title and will be used throughout this thesis.
The DRIS Frogram focuses on eliminating duplicate base
support services by conseclidation through ‘interéervice

- support. (’The afficial definitfﬁn of interservice support,
as promulgated irn DOD Directive 40@Q2.19R, the authearizing
directive for the complate DRIS Program, is:

e « » all actions that result in the provision of
material, facilities, or services support betweers DOD
Components or betweerr a DOD Comporient and a federal
agency. f[Ref. 5, p. 26-A-2-1]

Under the DRIS .Frogram, . the type .of support being
referred to is, specifically, retail interservice support.
The official definition of retail interservice support, alsac
presented irn DOD Directive 4QQ@.13R, is: "Support accom-—

plished at the post, installation, and base level, and

between cperating commands with rescources that are available

to the installation commander" [Ref 5., p. 2E6-A-2-33.
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B. DOCUMENTING RETARIL SURPPORT

The vehicle for accomplishing and documernting retail
interservice  ”support is ’genericallfw h;fééred{'to as"a ‘
host-ternant agreement. In accordarnce Qith DOD Regulatian
4Q09. 13R, host-terant agreements can take three forms:

(1) 18SAs
(2) Memoranda of “sreement
(3) Memoranda of Understanding.

Of these, the most formal type of host-terant agreement
is the ISSA, which is issued in a specifically authorized
format designated DD Form 1144, Througﬁout this thesis, the
term ISSA will refer to host-tenant agreements documented on
a DD Form 1144, Almcst half of DOD Reguléti@n 422, 19R ig-
devoted to instrucéions on how to properly fill ot anm ISSHA.
Unlike ISSAs, Memcoranda of Agreement and Memoranda of
Understandirng do nog have a specified format. Memoranda of
Qgréement"and Memoranda of Uﬁderstanding are sometimes
attached to wn ISSA, in order to elaborate on a particular
aspect of the IS8SA,

Rll three formats share a common purpose,'however. Each
specifies one activity as the.hosg énd angfhe#:as a tenant.
Alsa, each specifies the types ard levels or quantities of
services the host agrees to provide a tenant. Special
provisione, such as the rates being charged by the host and
the reimbursemerts the terant is expected to pay back to the

host, may alsca be included.

o
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<. In a 13802 ’séudyf ot - ‘the DRIS prqg;am, the GAO called

host-tenart agreements, ". « « well-tried methaods for

< . providing support services while reducing costs" [Ref. -3,
: < N | e € c B =L Cc N N ° <
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(p. i81. The GAO also cited the advantages of using
host~tenant agreements throughout a specified geogréphiéal
‘ ‘area. The advantages c.ted were:

(1) a single focal point with in-depth kriowledge of the
support functions and resources for providing support
within the area,

(2) capability for detailed analyses of the administra~
tive and functiocnal requirements of each tenant
act;vity;A |

(3)  a streamlired support structure that‘could balreadily

ce - compared with commercial contracting cm%ts’ : ) o

[Ref. 3, p. 181.

C. POLICIES GOVERNING THE DRIS PROGRAM

... DOD-MWide Policies for the DRIS Frogram -

The policies for the DRIS Program, DOD-wide, are

contained in two documents. The first is DOD Directive

c 4212@, 19R; the second - is DOD  Regulationm 4222, 13R, DOD
Directive 4290@. 19R takes precedence over, and authorizes the
regulations contaired in DOD Regulation 42022, {9R. Compared

to DOD Regulatiorn 49222, 19R, only broad. paolicy guidelines are

contaived in DOD Directive 4022, 13R.
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DOD Regulation 4222.13R is commdnly referred vo as
the DRIS Regulatiions or DRIS Manual, arnd is extensively used

. c o

T« ¢ by field managers administrating 1SSAs throughaut the DOD.
Detailed guidarnce regarding host-terant relaticnships, az
well as instrqctions forr filling cut an ISSA are provided.
Some of the most significant policies contaived in
these two documents are as follows:
(1) The DRIS Pragram is to be govern=d by DOD Regulation
4@@@.19R;
(2) The.DRIS Frogram is to be averseen by the Assistant
Secretary of Deferse (Acguisition and Logistics).
Within this office are two individuals with authority
over the DRIS‘Program. Tha first is the Director for
Iﬂgtallation Assistance. The second is the DRIS

Ffrogram Administrator for DOD.

-~
O]
~

All DOD Comporents (see Appendix A) are required to
review their sel f~support capabilities. If a
duplication in effort is discavered with ancther DOD
Component,‘in close proaximity to the first, action is

° <

to be taken so that the d;glicgtiohﬂof effort may be
eliminated by’use of a supp;rt agreement.

(4) I5SAs are to be effective %or SiX years maximums;
reviews of 188As are to be accomplished by/the host
and ternant activities every three yearec.

(3) In the event of a dispute, efforts are to be made at

the local level to revaolve it. If thece efforts

(Y]
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(7)
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fail, the dispute is to be brought to the attention

of whomever acts as the interservice support coordi-

°
o . &

ﬁatar fa; the BDD Coméonentérinvqiveg. %wé rules are
praovided in the event ;f a dispute. Orne, the dispute
is not to interfere with the missions of the DDb
Compoﬁents involvéd. Twﬁ,nthe host ;ctivity is;ta
cont inue providing the same level of support until
the dispute is resclved and a change in the level of
support is approved by hipher authority.

A host activity carnnat spontaneausiy "terminate,
changé, o% reduce" the support being pro?iaed a
tenant activit;; DOD Directi?e 4222, 13R specifi-
cally states that a minimum of 18@ days n@tice ig
required before any daviation is made in the type or
level of support a2 host activity agreed to provide a

tenant activity.

o - c a - N c . e
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A h&st ;;t{vify is requiﬁeé“to feéover, via réim;
bursements, the net identiflable costs that résult
from providing supﬁort ta a tenant.

- Savings that result from two activities entering into
a host—tgnant agreement are to be recorded on the
ISSA. A special block, numbered 79, is contaihed o
the ISSA for this. Savirgs reported are to be either
aggidance éévings 2y budget savings (see Appendix ).
Table 1 lists the cost savirngs reported DDwaidé fram

Fiscal Year (FY) 75 to FY B8S [Ref. &, p. iiil.

[
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TABLE 1: SELECTED DOD-WIDE DRIS -
PROGRAM STATISTICS

BUDGET
SAVINGS REPORTED AVOIDANCE SAVINGS

EY IN_BLOCK_78 SAVINGS ($_MILLIONS)

7SeeeecesceeNR ceeeencenceaeeeNRiveaasasod 22,7
Z4- TR N . - P4
77eeveceeaesNR it ieieeteeseaeNR L. 1001
78ueeeeeeeeeNReteeeeeeenneeeeaNRiCevneee 1.9
79 ceveeceeaNRictieeeeceneeaseaNRveveeeas 3.5
BB e eeeeee e aNRe e eeeenaaranessaNResasnnnes  0.130
81.e.veeeeesNReeeienraenreeeaNRe L nuoas @355
B2 .evreeeeeNRi e eeeeraeenaeeeNRivereenee 3.0
83...% 28,695,327 ...% 25,949,423..}..... 2.7
84... 118,211,495 ... 113,534,476..0cc.cc 6.6
5

8%... 127,893,519 ... 124,335,873........ 3.

3 . < 3

Source: DRIS Quarterly Report
31 March, 1986

Note: "MR" means figures not reporfed
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2. Navy-Specific Policies for the DRIS Praoram

Additional - regulations and policies specifically

[ o~ ° v g " e

:ahpficéble to 'NaVy haost-tenant rélationships are contained

in OPNAVINST 420Q.84. Scme of the most significant policies

contained in this document are listed and discussed below.

(l)L Navy policies for host-tenant agreements will bé in
accordarce with the regulations contaived in DOD_
Regulation 40@2. 19R.

(2) Chief of Naval Operations (CNO) office OP-443 is :
responsible for administrating the Navy DRIS ‘ é
»Prmgram.' The Navy Executive Cdordihatingsﬁgeht o |
the DRIS Prograh is lacated in this office. This
individual supervises the Navy DRIS Frogram and
sarves as the liaiémn between the Aszistant
Secretary of Deferse (Acquisition and Logistics)

and the Navy in matters pertaining the the DRIS

c © I 3 L S
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Program.

(3) R1ll host-tenant agreemernts are to be recorded an an
1SSA. A

(4) Savings thag result fraom efther interservice or
intraservice agreemernts must be recorded an the- g
ISER. (Arn interservice agreement would be between
a Navy activity arnd a ron—-Navy activity. Vﬁn

intraservice agreement would be between two Navy

activities.)
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D. FORMAL TRAINING AVAILABLE
Formal training in the DRIS.Progfam, with emphasis on
“the administration Caf ISSés, is av;ilaﬁie at the U.é. ﬂrmy
Logistics Maragement Center lacated at Fort Lee, Virginia.
The program of instruction lasts‘five days and iz known as
the DRIS Course. . : ‘o
The DRIS Course is decigred teo provide training to
individuals whose responsibilities include the preparation
and administration of ISSAs. A complete course descriptioﬁ,
class convening datcs, and the requirements for exportable
training may be obtained by contacting the DRIS FProgram
Office at Fort Lee. Some of the mast significant instruc-
tionm topics of the DRIS Course are:
(1) Introduction to the DRIS Program,
(2) Intraducticn to the Defense Logistics Studies
Information Exchange database,
(3) DRIS organization, functiorns and responsibilities,
(4) Negotiating the support agreement,
(S) Completing an ISSA (DD Fcorm 1144),
(6) Determining =upport costs,
7) ‘Determining éosts ;avingsi CRef. 71
E. TROUBLED FAST, UNCERTAIN FUTURE

1. DRILS to DRIS

The DRIS pragrém has its rocts in the Defernse Retail
Interservice Logistics Support Program (DRILS), which was

established during the HKorean War. Unlike the DRIS Program,
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‘the DRIﬁSVDrOQ;aﬁ was éfrictiy volun%ary. F}fty cateéoriési
of logistics support services were defined by the DRILS

. Prabram.ogp The diff}gent”}servicés ,wers cénly encqﬁraged
(instead of directed) to explore w;ys'to share the costs aof
providihg logistics support. [Ref. 8, p..iJ

v In 1973; two significantopqaicy changes cause;>the_
DRILS FProgram to be superceded by the DRIS Frogram. First,
efforts to consolidate support serviées were no longer just
encouraged. The servicés Qere directéd ta review all
support capabi}ities and work to eliminate duplications of
effort. Secaord, ' fifty-cne  categories of admiﬁistrativg
‘support  were added for the services tm cmnéalidaté vhere
practical. CRef. 8, p. 13

Qtf tﬁe' same Ctime, ba decisian was made <by DOD

Folicy—-makers to establish a central ' database for the
collection of all ISSAs. This database was désignated the
DRIS Databank..  The functions of the DRIS Databark were to . . v P
maintain copies of all I58As arnd extract from them quantita-
tive data (such as numbers GF_ISSQS throaughout DOD, the
value of support services listed on all 18855, avoidance
saviAQS and budget savirgs achieved). The DRIS Databank was
alea responsible fer issuing a feport eaéh guarter that
contained statistical information derived from the 1850s.
Epecial reports, such as for marviagement studies, could alsao

be ordered from the DRIS Databank. . The DRIS Databark came

crn—line in 1974, Mhriginally, it was located at the Defernce

(4
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Logistics Center in Battle Creek, Michigan. In 1384, the

database and all responsibilities associated with it were

L€
4

transferred to the Deferse Bése:OpePafions hnalysis'dffice_

in Alexandria, Virginia.

2. Criticiem of the DRIS Frogram

Only two years after being implemented, the DRIS
Program began to draw fire from critics inside and sutside
the Deferise Department. In 1973, a study by analystes
assigned to the Office of the Joint Chiefs of Staff repuorted
that the DRIS FProgram was not receiving adequate support by
the individual services and recommended that a panel of flag
officers, drawn from each service, be created to stfengthen
the credibility of the DRIS Program [Ref. 2, p. Z21.

The same year, the GRO issued its fircet criticism of
the DRIS Frogram. This report surveyed the administraticon
of the bRIS Program at installations lﬁcated in the Western
"Pacific.’ The repart’ concluded that the DRIS Program was
ireffective becauce the decsigrnated DRIS Coordinators at
various activities were assigﬁed on a part-time bacsis, tihe

program as a whole was not concsidered a high—-priority by the

installation commanders, and the consoliaation studies hoeing
performed were of pocyr quality. Rlso cited.were the regula-
tions . governing the DRIS  Program. GAD aralysts did rnok
consider the weording forceful or clear enongh to force

consolidations. [Ref. &, p. ]

0]
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In 1976, a &repﬁré by ‘thé“PD;fensécéupply Qéency
Auditor Gereral coﬁcluded that personnel at installations
were - stymied ”f;i their ‘@fforts to corsclidate services by
labor turnover, insufficient facilities support, and a
reluctance to turn over local éervice support to anather
organization [Ref. 2, p. 4].

DRIS FProgram managers within ‘DDD attempted to
correct  the shaortcomings pointed aut. The mest significant
program  charnge was  the oreation of Joint Interservice
Resource Study Groups (JIRSGs) in 13978, JIRSGs were
established in geagréphic aréas where there were several
relatiQely lafée military iﬂsgéllations; Exambie: ére the
ca;eas arcurnd San Diepgo, Califorrnia and Noéfolk, Virgihﬁa.

Information ';rav}deg by the Army Logistics éew£er iﬁdicatez
there are fifty-six JIRSGs worldwide; forty—-three are
located within the cﬁntifental U.5. and thirteen are loccated
overseas [Ref. 9, p. 81. %CUMpviséd &f ékpegie%ced Managégs
~from  the installations located within the geocgraphic area,
JIRSGs are responsible for studying the suppert services at
each installaticm and raeporting whether or nat'cmnsaliaation
of services is feasible. C
;n i38@, the GAD again issued severe coriticism of
the effectiveness of the DRIS Mrogram. GAD charged that the
services were being extremely parcchial and, in essence,

paying aonly 1lip service to.the goals of the DRIS Frogram.

As a result, billions in potential savinge were being loct

"t
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'evevy' year. The‘impact JIRSGs\wePe makiﬁg td&ards'conéoli~
dation of support services was also reportad to be minimal.
GOA - anaiystS'Tconcludéd kha% JIRSG ‘studies: were ' poorly |
definad and that the assumpticns made in many studies were
faulty. fRef. 3, pp. 11-17]

Arnother critical repoart was issued by the Deferse
Audit Service in 1282. The findings of this report corrob-
orated thke findings of the 1988 GAD study, particularly in
regares te the effectiveriesz of - JIRSGs. A zidnificant
finding of this report was that, averall, DOD appeared to be
putting emphasis on the Commercial ARActivities Prog%am.
Installations, it was roted, were individually cahtraéting
out for a variety of base suppmrt services. This lack of
arganization prévented base cuppurt serQices from beirng

organized in the most efficient and effective ways. [Raf.

e

p. 43
© A1l of this criticism did not escape the attention
of Congrass. Begirnning in 1983, Congress hegan to malke
reducticons in the amounts of money the Services were
requesting for base operations support. In FY 83, +3@
millicn was cut from the DOD budgyet for base cperations.
During FY 84 and FY 86, Congress made similar budget cutszs.
[(Ref. 8, p. 33
Ore implicatiorn of these cuts scems clear to the
researcher: Congress views interservice cooperation at the

installation level as minimal and is giving warmings that it

0]
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Qconsider;k-base‘ ape%atiansu Sudgétg‘ ribe for cuts. With

substantial Defense Budget cuts looming over the next few

years, money far base suppirt sérvices may become ivicreas+

ingly difficult tc defend against budget reductions.

3. The DRIS Prooram in 1986 |
In a memorarndum dated 28 April, 1386, fhézﬂséiﬁtant

Director for Installation Support prm?ided arn indicaticonm to
the Execut&ve Coordinating Apents af-all three services that
DOD was begirming to look harder at the DRIS Pragram. Thie
Assistant Secretary recalled the firset task of all members
of the .Defense Department set down by the.Deputy Secretary
of Defenséﬁ

The first of these tasks involves giving more aufhmrity

and responsibility to the doers, and to redirect head-

gquarters effortes away from restricting and more toweard

facilitating the work that must be done. [Ref. 19, p. 11

The Assistant Director thenm arrounced that the

involvement of the Office of the Secretary of Defense in a

B . s .
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centralized éfagram, such as tﬁe DRIS Databank, was rnot in
keeping with the spirit of the above. Irput into fhe DRIS

Databarnk was ordered stopped and any requirements foorr

c o

repurts from the DRIS Databank were ordered to be rescinded.

Comporents  could maintain a DRIS database, if they decired.

[Ref. 1@, p. 11
The recearcher interviewed the Mavy Executive
Coordinating Agent for the DRIS Frogram in November of 19806,

This individual reported that all three services wore

34H




preparing reclamas to the |decisicw, but that the DRIS
Databank was presently rnot a viable organization.

. In October of 13286, another memorandum was issued by

the Assistant Director for? Installation Support. This
memorandumn prqposed sweeping;changes to the DRIS Piracgram on
several fronts. First, thelDRIS Regulations were dramati-
cally reduced. The current DOD Regulation 4202, 19R runs
approximately seventy-orne péges; the proposed rnew regula-
tions are contained in only two pages.

Second, more responsfbility fur efficient operation
of military irstallations isito be granted to the inztalla-
tion cammanders, Urder the proposed new regulations,
installation commanders ére to be allowed more freedon to
allocate tge morey in thefr budgets as they see Fits; tho
Office of the Secretary ofiDefense will not seek to force
consolidations of basze supgort services. The decision Lo

|

engage in interservice support agrecmernts or not will rest

slely with the installation clmmander.

Thirc, a riew format for the IS85As was proposed. The

most sigrmificart change is fthat there is no space on the
draft ISSA to repart coot savings. Thic coincides with the
|

decision to phase cut the DRIS Databanl at the DOD level.

Fourth, the memcrandum  proposed replacivng JIRSG:

L
e

with a riew group titled Joint Installation Assistance Groups
: /
(JIAGs). JIRGs will coperate and be staffed just like/
' /
JIRSGs. Unlike JIRSGu, however, the principal furection of a ///

/,
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JING will not be to conduct studies and recommend consolida-—

tions where practicable. The proposed mission fear the JIAGs

cc
¢ e .

(is, Cbene;élly, £ ‘pro&é%e° Cpescurce sharing  among’
insfallatians and facilitate the exchanée of imformatiohc
among  installations on "new and irnnovative ideas to improve
base suppoi~rt" [Ref. 11, p. €1 0

The reszearcher interviewed the Assistant to the DOD
DRIS Program Administrater in October of 1986. This indivif
dual reported tﬁat the proposed changes to thé DRIS Mi~oagpram

did not %sighal an end to the Program. Rather, the
policy~m;keré ivn DOD have decided to decertralize the DRIS
Praogram down to the insfall#tiuﬁ commander lavel. Thi
cbjective is to prov?da installation commaﬁder: with tﬁu
autho;ity and reso&rceg to m;nage t%eir in:tailatlmns ard
mgney as they see fit. The. interviewee added that the
proposed chénges £o the DRIS Froaogram were paft of aclawger
effort by the Defense Department to eliminate aor mihimizé as
many regulations as possible.

The Navy Executive Caordjﬁiﬁing Qgént for the DRIS
Pragram repeated many of these points.  This individual Glso
reported that the services were preparing reclamas to the
proposed changes.' The reclamas were due to the Assistant
Secretary of Defernse (Requisition and Logisties) in early

Decemboer  of 1386. N final decisiom orn the future of Lo

DRIS Fragram is expzcted in 1987.

°




F. SUMMARY

This chapter provided a broad overview of the DRIS

Pﬁbgréﬁ. " The . remainder 1of this thesis discusses the
research and presents the firdirgs. Finally, Chapter V
offgrs Soma canclusions and reconmendations of  the
researcher.

)
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: III. PRESENTATION OF FINDINGS c
el e ., EROM FIELD MANAGER INTERVIEWS x R d

A. PROFILE OF FIELD MAMAGERS IMNTEZRVIEWED

The purpoese of this section is tooprovide the reader

¢

T € < € < ) @
with descriptive information about the field #sanagers
interviewed. Four charactenistics of these individuals are
presented: their titles, longevity in current jobs, level

of educaticon achieved, and whether or not they have recelveo

formal training in the DRIS Program and ISSA administration.

The reascorns for preséntiﬁgrthis.ihfahmatian‘differ with each
characteristic.
(Titles are preggrnted so that the reader may gain.a sense
. .
for the varicous positions (anmd associated responsibilities?
held by the persons interviewed for this study. Jzb lonigewv--

ity is presented so that the reader may gain a sence for the

o
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degree oFf expertise each field manager has attaired in hics
o her  position. Arn educaticrnal profile is presented Lo

provide an  indication of the particular skills each field
marnager brings to his or her position. Firnally, whethor o
rnot  the field managers received formal traininmg in the DRIS
Program  and  ISSA administration is presented in order to
provide arn indication of the type of training, either formal
o informal, theaose individuals received prior to assaming

their pozitiongs.




1. Titleg

Table & summarizes this information. The table was

a
<

constructed  from the responses given to the guesticon, "What

is your current GS Rating ard Title"? In the interest of

privacy, G5 ratirngs were not presented.

2. rield Maviager Leroovity Irn Current Jobes

o ——

Table 3 summarizec this information. The bazic For

this table werz the responses given to the question, "iHow
lovig have you beers ivi younrr prezent job"?  Respovice:s by
managers of fractions of yearzs are indicated by the "lowo
thar" symbaol.

3. Educatice Orafile

Table 4 summarizesz this data. Addirg up the bot:nl

¢

viumber  of  Field managers in Table 4 yields a suwm of nino. -

This reflects the fact that ore of the field marnagers earned

.

a Bachelocr's degree prior to earning an MBA.

4. Formal Trairnivng Received By Field Marnaoers

Table S summarizes the data for this cectiov. Thie
fococus here is  whoether or not the field managers have
received any formal training in the purpace  and/or
admimistraticn of the DRIS Frogran. Twz of the e}ght Fiold
managers (twenty—-five percent of the samplz) reported that
they had received formal training.

Both  of these field managorrs completed the five day
DRIZ Course. The timeliress «of the training varied. Nt

Naval Niyv Station North Izland, the field marager completed

O]
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TABLE 2: TITLES OF FIELD MANAGERS INTERVIEWED
i ' NR OF FIELD MANNGERS
TITLE . © . WITH THAT TITLE ..

———_—== .,
K &

a

©

‘FINQNCIQL MANAGER. s cceneesacseocnannansal

ASSISTANT
BUDGET OFFICER..vvuoeeeeeronsnannnsarenasld

PUBLIC WORKS
ADMINISTRATIVE OFFICER..c.vcecsnasasonanl

jMﬂNQGEMENT ANALY ST e s e ceasesecnsensccacnsaid

BUDGET ANALYSTe v eueseaneencersonnannnnand

ENGINEERING

TECHNICIAN. tvvenennnonnnnnsnanasansnanasl :
SURERVISOR FOR ' .

COMMERCIAL ACTIVITIES.....veeeuanseannnal

TABLE 3: FIELD MANNGER LLONGEVITY
IN CURRENT JORG

it

NAS ALAMEDA, CAR.civaacscvnsnssccaancansnnsa Years
st it o U NAUAL POSTBRADUATE SCHOOL, CA..vu...ti.t0 0 4 Years

NS SAN DIEGD, CAuveerrrransasssececaannans{ 1 Year

NAS NORTH ISLAND, CA..... ceiresninesesaaae 7 Yoars
i

NS CHARLESTON, SCuvvvveasnvanvasenesaeeneaad 1 Year

NS NORFOLK, VR st ee e cev. ! 2 Years

&QS OCENANA, Vﬂ........................7...( 3 Years -
NS NEWFORT, RI..eiiseeacenss - ;1;.;;i 12 Years

Note s "Lese than" symbol ( ( ) indicates FESPINTE R
by managere of fractions/ of years,

4Q Y




< " TABLE 4: EDUCATION FPROFILE .
: ‘  NUMBER OF
LEVEL _OF _EDUCATION FIELD_MANNGERS

HIGH SCHOOL ONLY..ceeotenconcsanssoansanesnd

HIGH SCHOOL PLUS
SOME COLLEGE (BUSINESS) .+ iveevsecaseneanssl

EARNED ASSOCIATE'S DEGREE
(LIBERAL ARTS) .. ccuscsnnssavecssonossaneasl

EARNED RBACHELOR®S DEGREE
AR. LIBERAL ARTS..eceeereencrscnannacnnst
B. ENGINEERIMG....e..cocearesscannsencesl
C. ACCOUNTING....vrescesncsosscssosvseesl

EARNED FOSTGRADUATE DEGREE (MEA)..........1

TARLE S: SUMMARY OF RESFONSES TO RUESTION:
HAVE YOU HAD ANY FORMAL DRIS TRAINING?

NAS ALAMEDA, CA..veesvaeseccrsonacsasnnacsanns-s NO
NAVAL POSTGRADUATE SCHOOL., CAn e veeesareaiannas NO
NS SAN DIEGO, CRicvessesarorsnsnoansssannsssnesas NO
NAS NORTH ISLAND, CA.vveerrnnsescsacnonsasssesss YES
NS CHARLESTON, bc..t............:.......gn......vss°
NS NORFOLK, V. ..euensnsesasononasasnnscns eveee.. NO

NAS OCEANA, VA. . veeuosonenosonsennsenneesanasess NO

NS NEWFORT, RI........ e e ee e cesesssss s e.a. NO

41
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. the course ‘and - began wq?kinh withrc;he” QRIS,:PPQQPQQ
immediately thefésfter. At Naval Sfation Chérlestan, the
field manager comp}gted the course in December of 1384, but

" did net begin working with the DRIS Program il July,,
198S. | o

o Roth field 5managers reported that the training was

beﬁeficiai. ‘The field manager at Naval Air Station Nooeth

Island cited two specific berefits: instruction in cost

analysiz and the opportunity to learn points of contact Fop
the DRIS Fragram. The field manager at Naval Station
Charleston also. cited the instruction in cost analysis as
héipful, butr pointgd @ut‘that the seven marth gapibetweem
completion of the;cmur;erand a:{uallybbeginnihg work in the

DRIS Program adversely affected retertion of some of the

details regarding the cost aspects of the DRIS Frogram.

EB. ADMINISTRATIVE FINDINGS

. l. cLocaticorn of DRIS Frogram at Installaticns Sampled

Six of the eight installations have DRIS Frogram
administration located in  financial marnagement offices.
These installation§ are:

(1> NAS Alameda, CA

{2) NAS Ncrth Island, CA
(3) NS Charleston, S5C
(4) NS Norfolk, VA

(3 NNS Déeana, vA

(&) NS Newport, RI.

LI o 4% 850 3% 000 8% 3% B¥o W7y §%0 W70 490 W% V0 0a 1 00 S 0% SV SR 00 07 Ve Va8t VR MRS PR VLV R0 ¢ R 08 Rab $ 0 000 WV R0 B Rol W Rov o S g U oV
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The' remainingr two installaticns, the  Naval
Postgraduate School and Naval Station San Diego, have DRIS

ongramr'administfatibn,,located in“Public HWorks offices.

. <
S e ! €« < [ <

Boéh fiela managers at these installations reported EHat it
ie their respornciblity to develop ISSAs and serve ag the
point of contact foc the tenants. However, specific '
financial recponsibilities differed. Atv the Naval
Postgraduate School, the field manager repérted that she
directed the compilatiﬁn of data used to compute
reimbursable rates and determine coct savings. In conbiyract,
the field manager at Naval Statiorn San Diegoe reported that
he had rno financial responsibilities. Tha reimburaais i
rates were computed in the Comptroller’s Office. Respornci-—
bility fur computation of any cost savings was also repovbed
tc be located in the Conptroller’s Office.

2. Numbers of 185SAs At Each Installaticn

Table €& lists the numbers of IS5S5As at each instal-
lation. The table was developed from the estimates provided
by the field managers.

3. Percentanpes of 155As Conmsidered "Up To Date

- The expressicon "up to date" referred to all I58Ac¢
which met tws conditiocns. First, the IS53As had not passed
their current expiration date. Secord, the 188Az were

cerrect  in the sense that the types and levels of services

tco be provided by the installatiocons to their tenants werce,
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TABLE 6: ESTIMATED NUMEERS OF ISSAS
RERPORTED BY FIELD MANAGERS

o . B
¢ o 3 co . . 3

“ g . . ~ & [ B
'CQ.....U~D!lcin_ll.l.‘l‘-.ln-l-l-l.-‘i.i‘-ilcdm D

yhs_nLQMEDh,
NAVAL POSTGRADUATE SCHOOL, CAuveeevnnoacnenncaerslsd
NS SAN DIEGO, CRauseransesrencnnnasenessssensansstd
NAS NORTH ISLAND, cn.........{..;..}..z,.......w.75
NS CHARLESTON, SC.usueueueecnsnsnnsonsnnennncoenss?@
NS NORFOLK, Vet eesvunnnneionsnoensnananesnnsnss 100
NAS OCEANA, V-« e s e eaeeseeasasnenenasaeneeenenss36

. —r=
RIieeveaasacsncsnanssconsnnasnssansanssoidd

MS NEWFORT,

in fact, "the types and lavels of

Table 7 summarizes this

infornation.

services

< o <

Maval Statioms Charleston and

The estimateé Far 8
Norfolk  were derived from statements made by the field
managers at those installations. At Naval Station

- Charleston the field marnager stated that all the ISSAs were -

current except for two under review. Thus, the figure

presented in Table 7 was computed by dividing two by seventy
(the rumber of I38As reported at Maval ‘Station Charleston),

and ther subtracting the resulting quotient from orve

hundred. The figure was themn turned into a percentage.

At Naval Station Norfolk the field manager reported
that all 1580 were up to date except for seven or eight
that were under review. A similar manipulaticor as that
described for MNaval Station Charleston was performed to

derive the figure presented in Table 7.
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TABLE 7: ESTIMATES OF THE PERCENTAGE OF ISSAS
REPORTED RY FIELD MANAGERS AS "URP TO DATE"

. e . @ 3

 NAS ALAMEDA, CA.cervrriennconvanosonannnananesS@%

3

NAVAL POSTGRADUATE SCHBDL, CA.eie e aneossaanees. BA%

NS SAN DIEGO, CA.iesevcvscnsccssansasccssnsnsss Q%

NAS NORTH ISLAND, CA.veeeeevncennnnnncncannnnaS0%

NS CHARLESTON, SC...cccncecccscsannsosasccncnsnsI7h

NS NORFOLM, VAiiiierereeessneosnccnsancacansaess I

NAS OCEANA, VA. i ecererosnssecccncsssnsssesssas lBD%

NS NEWFORT, RIeveueoueeennennoneensennannnnsssd5

Note: "Up To Date" was defired to mear ISSAS that

were current and correct 8o far as the services
~listed are in fact the services being provided by

the host.
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4. Amounts of Time Spent Working With 18SAs

Field managers were asked to estimate fhe amount of
time spent admi;istratiﬁg ISSAs, on a monthly bacis.
However, a signiFiéant number of ghe Fespon:es givern by the
field manragers tca this guestion were rat in accoardance to
the time standard established by the question. With

o

hindsight,: the researcher admits the gquestion should have
been worded more clearly. Table 8 summarizes this
information.

The field managers at the MNaval Postmgpraduate Schouxd

and Naval Statiorn Newport responded within the time context
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?QBLE 8: ESTIMATES OF TIME SpENT
ADMINISTRATING 1SSAS '

10--15% OF TIME - : .
L ON A MONTHLY. BASIS.....cuvuuo..... NAVAL POSTGRADUATE
SCHOOL, €A

20% OF TIME »
ON A MONTHLY BQSIS..............NS NEWFPORT, RI

QPpRDXIMQTELY TWO
HOURS A DAY...sctecensssennessas NS SAN DIEGD cn

TIME SPENT CONTINGENT ‘
UPRON URGENCY FOR BRINGING
ISSAS UR 7O DATE...... veeeassess NAS ALAMEDN, CA
NAS NORTH ISLAND, CA
NS CHARLESTOM, 3C
NS NORFOLK, VA
NAS OQOCEANA, VA

established. Their estimates are(listed in fable S. The
field | manager at Naval Station Saﬁ Dieg? provided an
estimate of approximately two houwrs a day. The remaining
field éénageﬁs provided answers thch were in£erpr@ted by
the researcherﬁ to irdicate that thé time spent
Zaéﬁiﬁfétréti%g ISéQs was c&ntinaeht oncfhétﬁélaEEvérurg@méy
for bringing I8SAs wup to date vis—a-vis the ﬂrgency oo
accomplishing cther tasks.

To illu;trate, the field manager “at  Naval i

Station Alameda reported that because of a personnel

shcrtage, the stated policy waz for analysts to zpend at
least orne day a week reviewing and updating 1534 Tire
paulicy was not always followed, however, and ISSAc tended to

be updated and reviewed only as time permitted. ISSAs aloo

4%46G

AR e A s ———— Rt @ m s miim i m o rms e - mc mtmrc = ms merm o ma we




tended' to be dis#egarded entirely if tasks related to the
installatiorn budget rieeded to be accomplished.’

. S - A :similar fréépo;sg“swa; . given ?yétthe ;Naya{ Air -
“Statiah; North - Island field manager.‘ This‘field manager
reported that she was supposed to-be spending a hundred
peréént . of her time reviewing and updating 188As until they
were all brought up to date. However, becausz of a
percaornnel sﬁortage, she was currentiy acsisting the cther
analysts in the office with tasks related to cloesing ocut tho
inetallation budget for the fizcal year.

| At Naval Station Charleston, the field manager
reported that she typically spevde fifty percent of her time
Cworking with IS5As, but added that if any ISSA needed to bo
updated she spent one hundred peirrcent of her time.
The field managers at Naval Station Norfollk and
Naval Air Station Ocearna bath Eeported that mass reviews of
/all ISSA3 had just been accomplished.  The fie%d manag;vAat
Naval Séatimn Nz~ Folk éstimated that approximately thirty
hours a month had been spent (as oppdsed to an estimates of
the amcunt of time routirely spent) administrating I85fRc.
At Maval  Air Statiom  Oceana, the ?ield’manage; did rot
provide arn estimate of how much time had been spent durirvg
the mnass review there. Inst@gd, this field wmanagoer
esyiﬁ;ted that gince the‘ mass  review, she was having to
i?end a couple of days a moﬁth, on average, administrating

fSSQs.
e S~




TABLE 9: DIFFICULTIES REPORTED BY )
- TYPE AND LOCATION™ . . -« . .°. " o

IYPe LOCATION(S)

‘GETTING ISSA THROUGH - .- o . T
TWO ORGANIZATIONS. -« vueenveees .. NAS QLQMEDO ca

NS CHARLESTON, SC

NS NEWFORT, RI

INTERPRETING
REBULATIONS. . cccuvecneseaseessNARS NORTH ISLAND, . .CA

'DEMANDS OF OTHER
JOB RESFONSIHILITIES...........NAVAL FOSTGRADUATE
SCHOOL, CA

LACK OF COST INFORMATIOM.......NAS OQCEAMA, VA

FROFER IDENTIFICATION OF
A REIMBURSABLE SERVICE..........NS CHARLESTON, 3C

LACK OF PHYSICAL SFACE . o
AVATLABLE FOR TENANTS...... ....NS SAN DIEGD, CA

TENANT RELOCATION......0veve....NS SAN DIEGG, €A

C. DIFFICULTIES REFORTED

Table 3 summarizes the data for this sectiaﬂ. Field

o < . o .
o< . = o - o e e Tk B <, L R et [Dc

maﬂagerr were 1sked "What difficulties have you enrnunim 2
in preparing or administrating ISSAe"? This section focuseco

oy the responses given.

1. Gettinmg awm I58A Through Two Orgardzations
The lerngth of ‘time r;quired to circulate an ISSA
through  the host  and tevwant chaims-of-command in order Lo
finalize the agfeement was the difficulty cited most oftenr.
Three of eight field managers (over thirty-—seven percent-uf

the sample) reported experiercing this difficulty.
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2. Interpreting Applicable Regulatisns

The regulations referred Lo are DOD Regulation

<

DRIS, Regulaticons and the Naval Carptrallerlc

A «

Manual. ~Two aspects of thisvdifficulty(were related by the

field manager at Naval Air Station North Island. The First

"was ‘literally problems understanding the ragulations as they

are presented in the twao manuals. The secornd acspect,
reporied later in the interviow, dealt with the
applicability of the regulations. Both manruale emphacize

interservice support agreements. The majority of the ISGNs

at Naval Air Station North Island, however, are
irtrazervice. Difficulties arise when the regulationszs have

to be interpreted and followed in light of this fact. The

crux of the issue is:  which regulations apply and which do
not ?

3. Demards of QOther Job Responsibilitieg

The chief impact of ¢this difficulty was that it
aasgllowed blanned administratioﬁ ﬁf ISSQQ. Thetrésult,
according to the field marnager at The Naval Paostgraduate
Schoal, was that she was compellad to verify and update

I1SSMNs ernly as the rieed arcose. . c

4. Lack of Cost Information

The difficulty being refaerred to is not having saome
tenarnt support cost and cost cavings data readily available

fur inclusion in the IS3A. . The reason for  including this

49




Jdata is to fulfill the requirement in the DRIS regulations

«

for reporting cost savings.

] S. Proper Identification of a Rgiﬁbursable Service <
T "< This ‘d{fficdlty referred to a specific incident: at
NMaval Station Charleston. A qguestion arcse between the

naval . station and a tenant activity over which party chould -
be charged approximately onez huﬁdred thousand dollars for

maintenance performed on the building occupied by the
tenant. The izsue hinged on interpretation of a clause in
the I1SSA, that failed to explain to either party’%
satisfaction, precisely whose responsibility it was to pay

for Maintehahcé " of Real Propérty (MRM)  work  termed,

"additiornal maintenarnce as required". Ultimately, the iszue

[

-

waz settled by the naval station paying for the work., To
avaid  future misinterpretations, the field manager reported
that the .MRE clause in .all IS8SAs was rewrittern ivr more

specific terms,

N "7 6. Lack of Physical Space Available For Tenants

This difficulty was peculiar to Naval Station San
Diege arnd is a result of an extensive military construction
©°

pragram  currently wderway. As old buildings are torn down

to make way for new buildings, ternants are being btemporarily

relacated. I same cases, the temporary facilities ave vt
5L expansive as - the previous facilities the terants
accupied. Also,  the temporary facilities do rot always

provide the amounts of space particular types of tonani

activities are authorized by the Naval Facilities Cocmmand




3

Instructucicn F-8Q@, Facility Plarming Criteria For Navy and

Marine Corps Shore Installations. The difficulty, then, is

attempting to balarce terant aétivity space ﬁequiremqhts ar«d
entitlements with the physical space limitations of Lhe
naval statiorn.

7. JTenant Ralaocation

This is ancther difficulty resulting fraom 'the
military construction pwograﬁ at Naval Station San Diego.
Teriant  activity relocation at the naval statiaon ic co gres’
that .the wnly reliable way of krowing when and where a
tenant has moved is for the tenant toiiﬂform the Staff Civil
Engincering Office. Failure of a temant to do thii,
accarding to the field wmanager interviewed, adversely
affects the accuracy of the ISSA between the naval stabicn

and the tenant.

D. FINDINGS RELATED TO THE ISSUE OF DISPUTES

“Table 1@ ‘summarizes the data in this secticn. Field
managers were asked the following questions relating to
disputes:

(1) Have thtiere been any instances where a dispute has
arigsen ﬁver the service descriptions in an ISSQ%
That is, have there beern any instarces where a
dispute has arisean over the charactdrrand/or Tl oF

services a host is to provide a tenant?

() How are (uwere) Jizputes resoclved?




7 TABLE 1@: DISPUTES-REFORTED BY - 7 o ==
CATEGORY AND LOCATION ‘
CATEGORY . . - . - . .~ ..LOCATIONS ; .
‘1. DISPUTES OVER .
RE IMEURSEMENTS
c A. UTILITIES C ( o
CHARGES. « e vvvuvlvu....NAVAL FOSTGRADUATE ‘
‘ SCHOOL, CA
B. AIR CONDITIONER
MAINTENANCE CHARGES. ...NAVAL FOSTBRADUATE
scHOOL, CA
C. PUBLIC WORKS
CHARGES. - v vvvvvene....NAS NORTH ISLAND, CR
D. MRF CHARGES............NS CHARLESTON, SC
E. TELEPHONE CHARGES......NAS OCEANA, VA
NS NEWRFQRT, RI
/
2. DISPUTES OVER MAMFOWER
A. FERSONNEL FOR
INSTALLATION GALLEY....NAS ALAMEDA, CA
B. PERSONNEL FOR
INSTALLATION ,
WATCHBILL..............NS SAN DIEGO, CA
c . € - . < © e < < o< Ve e &

Eight irncidents of disputes were reported. The disputeuc
were categorized into disputes over reimbursements  and

disputes over marnipoweis.

1. Disputez Over Reimbursenerts

Five seperate classes of disputes over reimburse -
mernts  were reported. At the Naval Postgraduate School, one
N -

incident arwse when a ternant contested the accuracy of the

utilitiesz charges presented by the school. The dispute was

&)
T




settled after the school corducted a second stud} of the
tenantl’s usage rate of utilities. The findings of Lhig

study verified the accuracy of the utilities chargez to the

© .

satiéfaction of the‘tenant.

In another irncident at the Naval FPFostgraduoaate
Schocl, a tenant contested being charged for mainternarnce
perforamed by the school on the air conditioners inctalled ;n
the buildivg occupied by the ternant. The air conditicrerc
were being uwsed primarily to cocol the mainframe compuatos
installed in Lhe building and uscd exclusively by the ternant
in  pursuit of its mission. The dispute was settled by thi:
fact being poiﬁted ot The tenant continues Lo provido
reimburcement to the school for the air conditionc
maintenarce per formed,

At Naval ARir Staticon Nowth Islard, Lhe field manager
reported that disputes have arisen over charging tenants for

such public works services as electricity arnd janitorial

© 3

services. F\Somé‘ terants havé questioned why they arco
charged, for  what ;n their view are relatively mivor type:s
ar  levels of services. The reason given is that Naval Air
Station  MNooth Isiandw i itself a tenant activity with the
Maval Stationm Sarn Diego Public Works Center: Thus, Maval
Air Statico  MNorth isiand iz itself charged for thie public
woelks  serwvices  that  are obtained  From Maval Station Soan

Diego and subsequently passed on to the tenante.

&}
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oo ... The . field marnager “at "Naval Station© Chprlecton -0 -

reported a dispute over which activity, the naval stption or
i
° the tenant, shodld pay for MRP work performed by the naval

e o < e

station for the tenant’s building. (The details|af this

[

iscue were precented in Section C and will not be repecated.)

’ ) ’ Disputes arising over telephone service were

< 1

reported py the field Managers at Naval Qir_Stagiu% Oceana
and Naval Station Nwhport. The field manager at N;val i
Station Oceana reporied dealing with disputes %ver vha
|
accuracy of telephone charges. AL Maval Station @ewpuwt,
the field marnager described the disputes aver.tglephuﬁe

garvice he ias  been  aware of resulbing from two foperabs

references on the subject iv the Naval Comotwai@r’c Mareal.
Qrne .szetion o in thiz manual directs that a Bowb i
responsible for providing telephone service for a tevart. A
secaond referencevis made later in the manual that authorizes

a host to seek reimbursement fram a ternant wherever the

N a ce o B 3
E ” . 2% < :
P . 5 e € e o < c o < c . °. ¢ CRNNE S

costs azsociated wilh providing telephone servjcé can e
readily iddentified. The field marnager reportedithat at
i

°

Maval Station Newport, telephone costs are brﬁkeﬁ cut by

o <

. ;
tenant and thus, the rnaval ztation seeks reimbursement To

|

the service.

. iopubtze Over Marmposyer

The field mamagers at Naval Air Station Alamoda ard
NMaval Station San Diego both reported disputes arizivg Freom

provisions in the I85MAz whereby tenant «cotivities agrees to
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provide pefsonnel cuppert to the installation. AL Naval Air
Station ANlameda, the point of contention is the requirement

3

‘ffbr tenants to provide perscrrel to wark ;n.thgfnaval af?
station galie;; At Maval Staticn San Diegs, disputes arica
aver the agreement that ternant activities will provide
:persennelr to stand a variety of watches at the nav%l

stationr.

3. Recoalution of Disputec

he field maragersz at all eight inctallation.

—

reportad that disputes tend to be rezolved by negotialion or
refer%ing to the regulations that govern hocst-terant

relatiorshipsy for oxample, DOD Regulatioe 4832, 197 (D3

Regulations) and  the Maval Comptroller’e Merual., Nlso, all
of the field managere provided indications that disputes ave

resclved at or rmear their level in the chain of comimand.

E. FINDINGS RELATED TO COST SAVINGS

© : o This ‘sectiam facuses =n Fouwr topics. ~#1r3t, whalhor o
rot  the idinstallations sampled are recording cozt caving-,
information on the I35As is discussed. Second, the reasonzs
why ceome installations Care rnot recording cost savings ace
presentced. Third, the palicies of the installations which
are recording cost cavings are  presented. Fouvth, the
methods some field mamagers reported they uase to deltormine
cuat caviriys are discussed.

Gereraily, the gueztion whethear avoicance cavings o

budget savings were beirng compuled was not considered. The

4!
@
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< TABLE 11:  SUMMARY OF RESFOMSES TO QUESTIOM:
' ‘"DOES THE INSTALLATION RECORD
COST SAVINGS ON IS3A37?

e

< e c:‘NﬁS*QLQMEDQggcn..i...z...i.i...?f...l..f.f..,...fﬁo
NAvVAL DOSTGRnbunTE SCHDDL,>Cn...................YES
NS SnAN DIEGO, cn.......{.Q...,.................;.No
NAS NORTH ISLQND; CA e eetrieettaceneansaens...YES
NS CHARLESTON, sc...................1...........vés
NS MORFOLK, VAieiieeenoeiasaconascncannaennessasasND
NAES OCEANA, Vﬂ................;.................YES
NS NEWFORT, RI..............................:..,YES

requiremehté iﬁ Dab ﬁegulation 4@@0.19R4and im  OFMAYV Ire-

5tru;tion 4Q2a, 84 clate only that cost gavinéﬁ PeportQ; bty
- o @ N i : N o ¢
I530s be limited to either avoidance or budget Béviﬂga; Tied
preference for cne or the other is stated.
Table 11 sunmarizes the data regarding which
- o installations  ‘are recording ccet gavings iﬁfbrmatioﬂ_on the:
chSQS. Table 12 summarizes the reasons given by field
managers whao are not recording cost  savings. Table 13
summarizes the informatiocn on the alternate methods used by
field managers wha are reporting cost savinge. 7

1. Installationg Not Recordirng Cost Savimgs

Field managers at three of the eight iwstallatb i

reported that cost  savings  information was  mot being

recorded  ov the ISSNs.  This ropresented over thirty-sowvon
o6
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TABLE 12: REASOMS CITED FOR
NOT RECORDING COST SAVINGE ON ISSAS

[

. .. PERSONNEL SHORTAGE..................NAS ALAMEDA, CA

PROVIDING COMMON
SERVICES ONLY:. eveeevveoasnasensssss.NS SAN DIEGO, CN
NS NORFOLK, VA

percent of the sample. The explarations given fell inte two
categuries. The first was persornnel shortages. The second
Wan that the services being provided to the tevantz werc
common services that the installation wag reqguired Lo
provide in the performarnce of ite mission.

2. Nlternate Methods Fey Determining Cost Savirgz

The five  remaining installations wore classificed

a
~

into three categories: those performing their cwn analyseds,

2y

those requiring the tenant activities to provide cost

»

of

5

savings information, and those pursuing both policies.
Twz  of the five ?nstallatiqns (Forty per?eng) perform their
an. analyse;. bge of the five instailatiogs ;(twchty
percent) requires tenant activities to provide cost savings:
informaticon. The Pemair@ng twoa installatiors  (forty
percent) pursue both policies. Table 13 1lists  bhe
installaticns in each category.
a. Installations Performing Their Own Onalysos

At the Naval Poustgraduate  Scheool, the fileld

marager reported that three different studies had beazn

performed. Tws of these were marnpover cost-effectivenzon
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"TABLE .13: ALTERNATE METHODS REFORTED J
* FOR DETERMINNTION OF COST. SAVINGS . e

ACTIVITIES PERFORMING
o, -« - THEIR OWN anLvsss............anan POSTGRADUATE . . -
) "sCHOOL, €A -
NS NEWPORT, RI

CACTIVITY REQUIRING o
TENANTS TO FROVIDE .
COST SAVINGS INFDRMDTIDN.......NQS NORTH ISLAND, CQ

ACTIVITIES FPERFOCRMING
THEIR OWN ANPLYSES
ANMD REQUIRING TENANTS

TO PROVIDE COST
SAVINGS INFDRMQTION............N“ CHARLESTON, SC
NAS OCEANA, - VA

studies. fhe results of one study indicatea that the school
gquld not effectively provide the level of service thatb a
potential ternant would have required. The results of the
gecond study iﬁdicated it would be more cos t—affect1va if
the schoal gave up a perconnel billet and transferred the
©Furction associated gwféﬁ:ctﬁat billet ta Fort D}d,cg AR -F
- Army installation alsa lacated in Monterey.

The third study was more directly related to

<
3

cost savings achieved by enterinyg ivntoe a host-tenant
agreeemnent. The school is a tenant activity in an ISS5A with
-~ the UWU.S. Army irnstallation, Redstorne Arsenal. This Mrmy
installation ﬁrovide: alectronic calibration servicas o oa
reimburcsable basis, for the testing equipment in the Naval

Postgraduate School’s  science and engineering departmenta.
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A professoer  in the engineering department per formed this
cost savings study. The methodology used was a comparison

of the costs for electronic equipment .calibration by .

B - 3 . :

civilian firms against what the school reimburcsec Redstorie

Arsenal,

At Naval Statiorn Newport th? field managér
reported that emphasis is put on determining cost savings
that result from ternanrt activities receiving utilities from
the naval station. Generally, the proczdurz that is cuood
allocates the fixed coste asscciated with the productice and
diétributiah of utilities on an equal basis to the tenants.
These fixed costes are acscumed to be the costs the tonant
activities would incuwr if they were forced to diraw their
utilities from an alternative sowrce. However, since they
are drawing their utilities from the maval station the fixed
costs are credited as savings.

b. _Reli@nce on Tenant Qctivities

The F;ela marager af Navélrniv Staéion Northu
Island reported that the palicy at this installation was For
tenant activities to provide cozt savings figures and the
supporting data for those figures. Gernerally, tenants are
requiredv to cqst cut an alternative souwrce for the services
they reoceive. In effect, tenant  activity managers ave
reguired to draw on their expertise aﬁd kricwledge of their
cown  operations to determive the savings tﬁat result from

erntering in  an  agreemert with Naval Air Station Naorth

e T e~ - —
d
/

e
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s o7 lsland. | The field hanagéP: Pepdrted fHat she Péyiéwsithe

figures - and data sent and makes corrzctions when
appropriate. The, basis for @ any corrections would boe
* ¢ eo e o . Toeg i T Y o, < < C " ° < : © <

knowledge she possessed. rega;ding the true costs that lhe
naval air station irncurs by providing service to the
tenants. The field Mahagew,singled cut estimatos of cost:
pef square foot of facilities as an example of wher o
currection might be made. NAs reported to the researcher, }
terant activity might estimate these costz to be higher thaw
thay actuaily were, |
| c. Installations Using Both Methods
mtt Naval» Station Charléston, temanle dre aluo
reguired to determine their urnigque cost savinge. The Tielyd
manSQEP reported  Lhat - all figures and supporting data aro

forwarded to  her. She in turn forwards the information to

the Defense Base Operations Analysis Office in Alexandria,

. e .

s e e <

Virginia with the completed ISSA. The field mananer also

o N o ec €

reported  that she determines cost avoidance savings that
result  from tenant activities receiving physical space firom

the naval station, instead of havirng to purchase it in bthe

o <

3

lacal real:-ecstate wmarket. The methodoloygy used is to aobtain
equivalent rental rates being charged in the local real
estate market from the Naval Facilities Engineering Commarc.

These figures are then oredited az cost avoidance saviogs.

&2
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' :
Determindticorn and recording of cost savings at

Naval Air Station Oceana is, acecording to the field manager
intorviewed, largely'accomplished by ir—house anaiysis._ The ¢

c <

field manager reported that‘thisuépproach is favored because

O, —

if the analysis is done irn-houze, the methodalogy ueed o

determine cost savings is intimately known by Maval Oir
Station Oceanra workers, vice tenant activity workers, and
supporting documentaticon can be kept in the local records.
In some caces, hoﬁever, the field manager reported that
tenants had been req@ested to eonduct their own analyses.
Gererally, the pracedure reported for in-house

analyscs callys  For o determination first of the krnown costba

!
the naval ainr statﬁon hae iviewrred in providing cupport to
. , .
L. . . .
the temnants. Neocording to the field manager, bthis data i

!
collected from direct job order rnumbere from the budget
i

I .
alone or these numbers combined with estimates from

engirneering studies. An assumption is made that the costcs

incurred by the ndval air stabion wonld be the same cozis
: l
ircurred by a tenant activity if it were forced to provide

the support for itself. Working within this assumption, the

determined cocte are oredited as savings.

< <
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F. IMPROVEMENTS RECOMMENDED RBY FIELLD MANAGERS

Thie section focuses on the revsponses field mamager:

s
- . : . /. "
gyave to the guestion, "Nre there any improvemenls’in ko

— / :
host-tenant program you would like to see ov any ldsues you
i
/

E1 /
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_TABLE 14: RECOMMENDATIONS FOR IMPROVEMENT
"¢+ 7 . "OFFERED BY FIELD MANAGERS S

FIELD MANAGER(S) _
.. BECOMMENDATION - = . . . MOKING RECOMMENDATION _ ° .
CLARIFY PROCEDURES
FOR DETERMINATION
OF COST SAVINGS..:sesssas0s0-NARS NORTH ISLAND, CA
‘ NS CHARLESTON, SC
NAS 0OCEANA, . VA

°

STREAMLINE ISSAS.............NAS ALAMEDA, CA

REVISE CATEGORY
SUPPORT CODES. .. ... vneseae.0 NAS QCEANA, VA

PROVIDE MANAGERS
WITH MORE TRAINING...........NRS ALAMEDM, CA

« - feel reed to be. resolved"? Four field managers ﬁfférnd
recammen&atiaﬁs, which were classified into four categorisdo.
Each of the categoriecs is discuscesed separately below. Tq&l@
14 summarizes this information.

1. Clarify Frocedures For Determination of Cost Savivies

These  recommendations called for more detailed
O e e e, e e TERAES o i e
guidance . with regards to determination of ocost savings Foe
i;terservice and intraservice IS8SAs.
2. Streamlire IS30s c
This recommendaticn called for reducing thF amoart
of  informatiorn currently required in an 15SA. The field

maviager  recommerded  that only reimbuwrecable services shoald

be listed.
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3. Revizse Category Susourt Codes

‘Thiz recommendation called for amplification oF Lhe

c

category’ support ‘codes and incorporaticon of elements found -

[ ) ‘

in the the commercial activities program support codes.

4, Provide Managers With More Tiaining

Thie recommerdaticon called for better training of

«

field managers in cost analyzisz and IS5A preparation in

gerneral.

jul
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1V. DATA ANALYSI .

Q; INfﬁDDUCTIDN( C C

R1l of the data obtained by the researcher will be
analyzed in the context of the research questions poéed in
Chapter I: The recsearch qu;stions were collected in cets,
and each set was listed (1) through (3). Each set of
questiphs addressed a different issue regarding the DRIS
Py agram. Set (1) dealt with the existence and character of
problems being faced by field maﬁagers. Set (2) dealt with
the issue of disputes, and ﬁset (3) dealt with ,thé
determinaticn and use of cost savings.

Specifically, the research questions were:

(1) Are field maragers experiencing any problems
preparirig and/or administrating ISSAs? If so, what
are these problems? Ppat are some recqmmen@eq

a >¢‘§;1inog;?\: . S ) o o

(2) qu frequently do disputes arise aver ISSAs? Are
there any categories of disputes that appear to
recur?‘ How are disputes resolved?

(3) How are the reported cost savings that result from
having an ISS5A determined? What is beirg dorne with
this data?

In this chapter, these questions are answered, mostly by

using the findings presented in Chapter IV, and alsa by

&4




“introducing additional informafion obtained from two ather
sources.

_The first source was broad analysis of the field manager

< [

.t ¢

interviews. Of;én duriné the course of theée interviews,
the answers given by the field managers to one gquestion
addressed other issues beyond the one that the question was
relatéd to; In recognition of this, analysis of the total
set of answers given during these interviews was made.
Responses were collated in an attempt to arswer two cets of
research questions in particular, as accurately and complete-

ly as possible. These two sets of research guesticons

related to the problems field managers were facing and the
determination and utility of cost savings.

The second scource was information obtained from the
interview cornducted with the Navy Executive Coordinating
Agent for the DRIS Program. As the reader will discover,
the volume ﬁf thisr informgﬁien is smallcre{ative to ﬁhe
field' ménage? interviews. It alsa directly rélates to the
research questions addressing the determination and utility
of cost savings.

- 13
¢ c

B. THE EXISTENCE AND CHARACTER OF FROBLEMS EEING FACED RY
FIELD MAMAGERS

The first questiorn asked was: Are field managers
experiencing any problems preparing and/or administrating
ISSAs? The data indicates the answer is yes. The secaond

question asked was: If sc, what are these problems? The




‘data - indicated tﬁe'nexiéyencé of  a rnumber ,oF['brablém
categories, which will be presented and discussed. The

recommendations made ’ by four of the .field managers,
X c..-‘z’ 2 < °® . ‘ ° s : e . |

[ €8 o
3

;presented in Chapter III, is considered a sufficient answer,

at this point, to the third question: What are some

3
o
<

recommended soluticns?
1. Problem Categories
Chapter 111 presented the arnswers given by the field
managers to the interview gquestion, "What difficulties have
you encountered in  preparing or administrating ISSAs"?
:Seven problem categories wereldiscussed:
(1) Getting an ISSA Through Two Organizations
(2) Interpreting Applicable Regulations
(3) - Demands of Other -Job Responsibilities
(4). Lack of Cost Information
{(5) Proper ldemtification o% a Reimbursable” Service

(6) Lack of Physical Space Available For Tenants

B < 3 ¢
¢ < o . < - <

(7) Tenant Relocation.
A broad tanalysis of the interviews indicated that two rew

categories could be added, bringing the total to nine.

o

3

These categories were:
(8) Persornel Shortages

(3) Determining Cost Savirngs When the Host is the Scle
- :
v

Source. // 4\\

These additicns will be brijfly discussed.

i
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~a. Perscnnel Shortages
The eviderce for this category is in the

responses given by the field managers at Naval Air Stations

< 3
¢ c oz
< [

Oélameda an; North Iéland. 15 answeringctﬁe question, JHaw
muach time, on a monthly basis, do you estimate ycu sperd con
the administration of ISSAs?", each specifically cited
persannzl shortages. Rlsc, the field mariager at Naval ARir
Station Alameda cited personmel shortages as the reason why
cost savings analyses had not been performed.

Recall from Table 7 that each of theze field
managers claimed anly fifty perceﬁt of their I5SAs were up
to date. These percentages were the lowest for the
installations sampled. The researcher believes personnel

shortages to be a major factor contributing to Shis.

b. Determining Cost Savings When the Host is the
Scle Source

This difficulty was' repcrted by. the field
manager -at Maval Station Newport., The field managef Was
asked to elaborate on tﬁe method used to determine ISSA coct
savings. Fixed costs associated with the production and
distributiocn of utilities are allccated, én an equal’ basis,
am&ﬂé all tenant activi}iéé.z Ar assumption is}then made

that these costs would be identical to those any one ternant

activity would irncur, if that tenant activity vere to deaw

utilities froam an alternate scoconrce. Because the tenrnant
activity is drawing utilities from Naval Station Mewport,
€7
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however, the“ co"ts‘ are;considered‘fo be cost savings that
result frnm the ISSA.

The prablem, as reported by the fxeld manager,

. c° B ¢ < < < e
© © . 3 ‘o < R <

is that Cin rea11ty there is no other s;urce for utilities’

available ¢to fenant acti?ities. Naval Staticnm Newport is

designated the Public Works Lead Activity, and it must

provide all ternant éctivitieé with utili;ieé. Likewise,
tenant activities must draw their utilities from the naval
station. In short, neither party has any real alternative.
The researcher believes an issue is_raised-here.
That issue is: if a host activity is providing a unigue
service ta  a tenaht activitx (in other words, is the szole
source for that service) how realistic is it to expect that
the costs incuwréd by the host wou{d be the sama coshts
incurred by a ternant? The assumption that the costs would
be identical and hence, can be considered ISSA cost savings,

is suspect.

.c

%hi; gséuﬁptidh ris&;EE@h;idérihécéhgﬁfaaélit;é;
a host activity possesses to be a given.. That is, the
facilities . being used by the host would be the same
facilities wused by the tenant. Rs a consequence, capital
and surnk costs are  ignored. Ecornomies of scale are also
averlooked. Would a ternant activity actually utilize the
same facilities the host activity possesses in an esqually
efficient marmer? DF, vwould it even be cost-effective for a

tenant to be provided facilities or the scale that exist foor

ga
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would  thern form the arnswer to the question: What problems
are field managers administrating ISSAs facing?

The findings suggest that the problem category

< .€ €

numbéréd">(15 is unique. Tﬁéreforé;c the difficulties
associated with getting ISSAs through two orpanizaticons are
isolated to form the rnew problem category designated A.

The proablem categories riumbered (3) and (8) (Dema;ds
of Other Job Responsibilites and Personnel Shortages,
respectively) may be logically combined under the acsumption
that an extra person, trained to administrate I55As, would
help alleviate the difficulties associated with these two
seperate categories. A rnew problem category results, which
is désighated E.

Combining‘ rnumbered problem categories (4) and (92)
(Lack of 'Cost Savings Info;mation and Determining Cost
Savings When the Host is the Scle Scurce, respectively) is
intuitive. A nrew problem category designated C, Problems
Deternmining Cost Savings, is created.

The researcher assumed that if the regulaticnz

governing the DRIS PFProgram were more precise in definirng

what a reimbursable, service is and is not, under
< . - ¢ . - B 4 .

interservice arid intraservice conditions, then field

managars would experiernce fevier difficulties vher

determining reimbursable c=zervices arnd rates. Urder this
assumpt ion, the problem categories Interpreting Applicable

Regulations and Froper Identificaticon of a Reimbursable

7@
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' Service (numbered (5) and (6)). may be ccmbined. - The problem’

category designated D, Interpreting épplicable Regulations,

is created. ’ L e . o

° ©

o B g e - :
b > o 3 o ©

Finally, the two problem categories related to
physical space, "numbered () and (7), may be intuitively
combired. This last problem cateQEry, Fhysical ;Space

Problemszs is designated E.

3. The Severity of Froblems Repoarted

A natural follow—-up gquestiorn is, What significarnce
for the DRIS Praogram is attached ta the problems reported oy
field managers? The data does rict provide a clean awswér.
However, the tesearcher coritends that only twe categaries of
problems have any significant . implicaticons, fooo the DRIZ
Program. These categories are C, Prbblems Determiniﬁg Cost
Savinges and D, Interpreting Applicable Regulations. The
remaining problem categories, while they may be sericus

enﬁugh at any 51ngle 1nsta11at1un, are not cUn51dered b/ thb

g € Seb g

researcher to be as severe. A discussion of each problem

<

category follows.

a. Category A: Getting ISSAs Through Two
Organizations . . Lo

o
o o <

The existernce of this problem category may
indicate that processing am ISSA does not have the pricrity
for accomplizhment that competing tasks  do. This could

certainly frustrate & conscientiouws fisld manager. As &

whole, however, the problem category is not  considered

71
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~very well be that any riew worker would be assigned tasks
considered more urgent than ISSA administration.

<

. In summary, the data indicates that per=sornel

< “ sy € f

t shbftaéeg affect' installations in unique t;ayéj The
researcher was unable to identify any br@ad implicationse of
this problem category for the DRIS Program.
c. Cateéory C: Problems Determinfng Cost Sévinés

The researcher conmtends that these problem; have
the greatect implications feor the DRIS Program. £ full
discussion of these is presented as part of the data
analysis corducted to answer the third research quesfioh.

The researcher was struck by the fact that field
managers at only two installaticns reported having prablems
determining caost savings. Az Tables 16 and 17 indicate, 5
case can be made that this praoblem ;s more widespresd. OfF
the five installations whose field managers reported
decumenting cost savinge, three recommended that the
prdcéﬁuﬁés for detérmining cost saViﬂgg b;'éléP{Fiéd.: of
these three, only the Naval Air Staticn Oceana field marnager
reportead a problem determining cost savings and recomnmended
clérifigation of the procedures: However, if it i= assuwmed
that a fecommendation to clarif} the ﬁrocédures was made in
response to difficult;es encountered, then it is laogical tao

.~ canclude that  the remaiving tws  Field managers are aloo

firding determiraticrn of caost savings to be a problem.

, o 74
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TABLE 1€: DATA ANNLYSIS, COMPARISON OF
<.~ . ° . INSTALLATIONS REFORTING COST SAVINGS:
AND REFORTING COST SAVINGS TO EE A FROBLEM

. ° e ‘ FIELD MANAGER - c
L . Te ST .- U, | "REPORTED DETERMINATION : .
OF COST SAVINGS
INSTALLATION JO_BE_A_PROBLEM

NAVAL POST GRADUATE
‘. . ‘seHooL, oy T S SR X e

NAS NDRTH ISLQND, CAueeveennannnseneas ND
NS CHARLESTON, SC.veveecsescesccanseasND
NAS OCEANA, VY A..ceeeeresesccveansnssas YES

NS NEWFORT, RI.ceccevnessassncsecnsaas YES

TABLE 17: DATA ANALY3IIS, COMPARISON OF
INSTALLATIONS REFORTING COST SAVINGS . | c
AND RECOMMEMDING A CHANGE RELATED TO

THE DETERMINATION OF COST SAVINGS

FIELD MANAGER
RECOMMENDED A CHANGE
< v, <s°c "' RELATED TO
DETERMINATION OF
INSTALLATION COST_SAVINGS

MAVAL POSTGRADUATE
SCHOOL, CAu'vvecennnucanncasaenaesasNO

NAS NORTH ISLAND, CA....evicevoeansess YES

NS CHARLESTON, SC...svcecrnsesns vees..YES o ) .
NAS OCEANA, VA..... ts e na s veeo YES
NS NEWFORT, RI....ceueeuee ceaasenncan . NO
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In summary, four of the five field maragers
raporting cost savings either reported deatermination of cost

. savings to be a problem, or recommended a change relating to

. . . o ¢
c CF < ¢ . R . ¢

cost savings: Thé'réseércher's op{ngﬁﬁ‘{s that deéerminé;
tion of cost savirgs is a more widespread problem than Table
15 suggests.
‘d. Category D: Interpreting Qppficable Reéulations
Fixes for category D prablems would, of cource,
have the greatest impact on the entire DRIS Program. o
this reason, category D problems are considerzd to b2 as
significant as those in category C. Indeed, the prapoccsed
change to DOD Regulaticon Ha2@,.13, if adopted, ‘wounld
eliminate category C problems entirely sivece the revised
format for ISBA3, row under consideration, does not reqguire
cost savings to be recorded.
. @. Category E: Physical Space Problems
This categoery of problems was not considered
¢ sigﬁificaht'sincé all of the repaorted instances were located
at a single installation, Naval Staticon San Diego. The
researcher's opinion is that the category its=lf is a viable
cne for classifying the problems that field maragers may be
’;aving that felate to the physical space at their
inztallaticorn. The data indicates, however, that the affects
of the categury will be unigue ¢t the installation

experiercing such prablems.
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B. THE ISSUE OF DISPUTES
e The research - questions asscciated with disputes were:

°
< © < ° <

How freqhéhfly do disputeslérfse over IS85As? Are there any

catepories of disputes that appear to recur? How are
disputes resolved? Each of <fthese gquestions is discussed
seperately.

1. Frequerncy of Disputes

The data does wnot provide a simple answer to the

-questian: How frequently do disputes arise over I1583QAs? The

rate at which disputes cccurred varied among the respenses

‘giver by field mamagers.  For example, at the Maval

po;fggaduate Schzol, the two inciderts previcusly discussed
were  the only ones repmrfed.c Likewise, tHe dizpute
described at Naval Station Charleston was  the only cone
reported.

At _Naval Station San Diegao, the issue of tenant

°

rnaval staticon watchbill was the

o

a&tivE%? :éuppérfccfor Tthe
only dispute reported and no indication as to the frequenrcy
was given. Similarly, the field manager at Naval Air
Station Alameda proyiéed éetails of the disputes she
professed krnowledge of butrgave o indication as to their
frequency.

Four - of the field managers interviewed did praovide

some refererce to dispute frequercy. The refererces were by
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no means uniform, however; some were quantitative estimates
while cthers were purely subjective estimates.

) . . At Naval Air Station Alameda, the field manager

c [

IR reported 'thafﬂ aispufes - over befsonneivéetailea to work in
the installation galley occcurred all the time. In contrast,
the field manager at Naval Statior Norfolk reported that rno
disputes had arisen in awhile. +he fiald manageriat Naval
ARir Station Oceana estimated that disputes cccurred ornce o

twice during IS5A reviews but added that, generally,

relations with the tenant activities were agreeable.

Finally, the field manager at Naval Station Newport stated
he was aware of only tws or three instarces of digputez, all
over r2imbursements for telephore service.

2. . Recuwrring Catenories of Disputes

Amcorng the installations sampled, %ome categories of
disputes did recur. Table 18 summarizes this informétion.

Field maragers at seven of the eight installations
sampled reported at least ore instance of a dispute. CThe:e
reports were categorized as either disputes over reimburse-
ments or disputes over manpower. Field managers at five of
the seven 'insta}lations repértiné disputes cited disputec’
ovef reimbursemnents. The twa remaining field managers
repcocrted disputes over marnpover, (Table.lw summérized theoo

findirngs). The character of the marnpower disputes was

identical. Each centered or provisicons in the ISSNs whereby
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TABLE 18: DATA QNQLYSIS, DISPUTES REFPORTED

. ... < o BY CATEGORY AND LOCATION =~ = .
CATEGORY LOCATIONS
¢ <", ‘A, DISPUTES OVER  « . - 0T "
REIMBURSEMENTS

1. APPROPRIATENESS.........NAVAL PDSTGRADUATE
SCHOOL, CA
NAS NORTH ISLAND, CA
NS CHARLESTON, SC
NS NEWFORT, RI

2. ACCURACY...2vcneeeean... NAVAL POSTGRADUATE
SCHOOL, CA
NAS OCEANA, VA

B. DISPUTES OVER
MANFPOWER. .. v cssacineceasssee NAS ALAMEDR, CA
NS SAN DIEGO, €5

. tenant activities agreed to provide persorrel support faor
the installation. : < ‘ . R
The . character of the reimbursements disputes were

not identical. These disputes, when analyzed, gernerally

e ©
P [T ¢ @
¢ .. ST % © o

reimbursement or the apprapr}ateness o f aireimbugsem@hf.
One field manager p;ovided two insfances of disputes over
reimbursenents, fqr a total of s}x instances. Disputes over
tHé\ appropriateréss of a reimbursemert were reportéd f@u;

times. Disputes over the acowacy of a reimbursement were

reported two times.
In summary, the data indicates that some categorico

of disputes do recur. Of the categories discussed, the data

T B 79
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fell into one of two subcategories: accuracy =f a
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indicates that disputes over the appropriateness of a host
activities seeking reimbursement are more likely to occcour

than disputes over ‘the accuracy of the reimburszment.

< . . . ©
© ‘- c c

3. Resclution of Disputes

Az discussed in Chapter IV, the data irdicates that
disputes are resolved by regotiation and reférring tx the
regulations that geavern the DRIS Prag;am. Alsc, the data
indicates that within the organization structure, disputo:
are resclved either aty, or very cluoze td, the level of tho
field managers interviswed.

4., The Severitv _of Disputec

Orce agairn, a fair follow—up questiaon ;:: What arc
the implications of the firdings related to dispubtes For thoe
DRIS FProgram? Baged or the data, the icsue of dizputes iz
riot significant. There are fouwr reasons for this opinion.

cFirét, not  a single field manager interviewed

reported having difficulties resolving disputes or recomnmend-

.ed -any action be taken that refated to the resoluticr ‘of

disputes.

Second, although it muet be admitted that no
cénclusive . ‘or quantitative eviderncz was presehted tao Fully
answer the gquestion regarding the frequercy of disputes, the
researcher contznde that a broad analysis of  the data
indicatez dicputez occocur at a very low rate. Recall that
only one field manager provided a responsz that conld even

be interpreted to mean disputes were routine cococuwrrences.

=17
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This was the repart piven by the field marager at Naval Air

Station Alameda, who stated disputes over gal}ey personrnal

-

N arose all tﬁe time.® It shcould alsc be noted that; decpite

3 e o

o

o .

|

this statement, the dispute over galley persormel was the

|
enly kind reported at this installation.,
o |

zéesearchef maintains that the frequercy of disputes is low.

e

Thus, the

Third, when disputes were repcorted, the data

|

suggests that they are resolved in a prefessional manrner:
|

via rnegotiation and referrving to the regulations.

Fourth, the data suggests that the majority ofF

)

i

. | -

‘disputes are resolved at or rnear the level of the field
3

managers interviewed. _The researcher contends that witiin

the formal corganization struct re of any ihstaﬂlatian, thisc

. ! .
level represants the lowest that amy IS5A dispute could’ be

resalved at.

D. THE DETERMINATION AND USE bF COST SAVINGS

e " The reséarch qubstions asked were:  How arel the reported

cast  savings that  result  from having an IS5R determined?

What 1is being done with this data? Each of thése questions
I

¢
o

will be discussed seperately.

°

c

1. The Determinaticn of Cost Savingg. i
The data indicates there are two answers to the
first quecticnm, First, cost  savings are determivned ivi a
rnovi—standard  marnmer. Secaond, thérfiguféswrepovted az cost

savingz are passed on to the DRIS Databanmk without any

feedback provided to the field marnagers that submitted theam.

81




The field managers were not cspecifically acsked
whether or not they had ever received feedback from the DRIS

Databank. However, ' the researcher did ask the field

* -
. < - ¢ . " 3

ménaberé‘ at the three installations notrArepérting cos

oo

savings if they had ever beer gueried about their
non—compliance' with thz requirement to report cost savings.
All three field managers ;eportéd na questicons had ever been
asked.

. There are additicoral indicaticns that cost =savings
are not bzing verified. Duwiﬁg the interview wifh tho field
manager at Naval Station Charleston, it was reported that rno
one  had ever quecstioned the cost savings figures gsubmittbtod
or  the methcdologies submitted with the figures. Finally,
during the interview with the Navy Executive Coordinaling
Agent for the DRIS FPraogram, the researcher specifica;ly
asked whethgr or not the cost sav{ngs figures éubmitted to
the DRIS Databank were checked by indepenaent analysis foorr
accuracy.  The answer givern was that ta the Best of the

interviewee’s krowledge, the figures were rnot chechcod.

2. Questiocns Raised By The Findinns
© O0F ecourse it may very well be that all of the
figures being reported are accurate and herce, rno feedbacih:
iz necz2ssary. However, consider the following four -jcict
dizcuzzion  based o the findings precented. The researcher
contends that several rnew guestiocns are raised regarding the

accuracy arnd completenecs of cozt savinge.

o]
1
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© Third, “recall thef'ééﬁéatiohfprafiles ofﬁthe’Field:

managers interviewed arnd the numbers of field managers that

< °

receiving formal
. . . <

3 3

of the DRIS Program.

.. reported
Tee. T, =
o

administration Table 4 irdicated that

the pecple administrating ISSAs are well-educated. However,

of the eight field maragers profiled, only two:have educa-

timnal backgrounds that can be assumed to have irncluded

gxposure to. cost  analysis  techniques. These tws are the

field marager with a degree in accounting and the fizld

marnager with a degree in engineering. Table $ indicated

that anly twz of the ® eight

field mariagers bad received

formal  trainming. While the quality of on-the-jaob Svralning

carmot be addreczed by tha data presented iw thiz thesis, it

haz ' been ceustablished that the DRIS Course does incloace

trainivng  in managoeits wha

coot analysis and that both field

conmpleted this course reported it was beneficial. This dJdata

raicez ancther guection: are the individuals who are being

reguiredﬁ fo- detz2rmine oozt savings  properly teained foo
this? C

Fiﬁally, consider the findings related to the
amzunts of  time field man;g:rg reporta2d thoy were spehdin£
on the administratiocn of ISSAs. Admittedly, the data doeo
riok zuggenf what tho 2ptimal amount of time speant adminis—
trating ISS5A chould Le. Poecall that fiele mavagers al £i1

of the eight installations provided recporcez that indicaboed

the amournte of time varicd wit

epent

adninistrating 1550«

3%}

training: in the purpose and/o~ °
G°<‘° & °

LN

e
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the wurgercy fof bringing them up'te dafe.c Thic suggezts

that admninistration of ISS5As ofter does notc héve tha

3

prierity of competing tasks. The'quéstion raiced iz: do

the field managers have thea time to conduct sophisticated
analyses of cost savings?

In summary, the . ;esearcher cortends that the data
indicates several new questions about the determirabtion of
cost  cavings. These can be reduced to two broad questiono.
First, are the cost savings being reported  accusato?
Second, are all of the cost cavingse that could be reporitced
being reported?

2. The Uoe =f Cout Savinne

Acconrding to DOD  Regulation 42@9.19Rz completod
I538Ns are to be zsent to the DRIS Databark. The cont zmaviag:
reported on the IS8SAs are extracted and ircorporated into
the databasze for use by the DOD Components. If a member of
any:,?f the DDPLComponents required statistical itwiformation
cmatainaed in the databank (for example, for a marmagement
study) the information could be ocbtained by contacting it

P ete

aralyzts at the DRIS Databank.

<

3

Durirg the " intéFvicw with ‘the Navy Exccutivr
Coordinating Agent for the DRIS FPragram, it was reportod
that  the puwrpose of the DRIS Databarnk externded beyond DOD.
Aeccarding to .thi: individual, the main purpose oF the DRI:

-
Databarb waz <o that members of Congress could be provided

guantitative 1nformaticon on the cormzolidation affort- wilhin
pOD.
85
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« .. " Cost savinges, then, appear ta have two uses.  Firct,

they - are a measure of how wz2ll DOD is conselidating Lase
° - <
support services. | Second, _they are a mescure of the 7

N e ¢ c 3
a
o . &

effectivenéss of the DRIS Program.

Recall from  Chapter II that the future of the DRIS
Databank is in question. Q:émrding te the Navy Exécutive
Cogrdinating Agent fa; the DRISE Pfugram, it currently is naé

a viable organization. Thus, whether or not coct savings

have any future uses remairs to be ceen.

4. Imolicatimﬂ:
What are the implicaticons qf these findingz for the
DRIZ Pragram? here are F@;r possible arnzwers,
Firet, there are nrno implicationz becauco the DRI

Databark i3 not a viable organization. <IF the DRIS Databanb

o Congress

were actually a valuable souwrce of information t

or any -significant poliéy—making organization within DOD,

then it would still be in  operation. The informaticon

o

P

pravided to the  rezearcher indicates that DOD attach

value to thg DRIS Databanlt and is ceeking to withdraw the
support for it

Second, there are ne  implications  becauze evory
installation is different. Indeed, adopting wuniform
procedures to determine coct savings would be ivnappropriats

bzcausze i twos Tield managers face the zama  set of

circumctarces.

8&
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Third, there are no implicaticorns becauce the figuresz
raportad are incorporataed into  the DRIS Databank without

-, being ‘cbécked.— An short, it is . relatively unimportant bz

& . <

cost zavings are detarmined, or even if thay are determinczd
at all. What matters 1is that if cost savings are being
reported, the methodologieé used tao determine the coct
savings must appear reasconable.

Faurth, the coct savings being reported aice

incomplaete and inaccurate. If this is indead the case, thon

government policy-makers  interested in how well DCD (o

consoalidating base support servicez, are not being pravidoed
4

with the best informaticrn., Alie, orne methad for meacuriog

the a2ffectiveness of the DRIS Frogram is suzpect.

E. SUMMARY OF FINDINGS
The significant findirngs of this research are preserted

below.

“1. - Preblems Admiristating TSSﬁﬁl
The problems faced by field maéagers care be claszi--
fied into five categories.
(1) GBettirng ISSAc Through Two Orgaviczations
(é) Parcornncl Shortagesr |
() Fyroblems Determiming Cact Savinge
{h) Interpreting Applicaole Regulatiors

(S) Phy=sical Space Froblems
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. 2. The Issue of Disoutesg °© . ., =~ T o e
The following information summarizes the findings

[ ° B}

for this issue: - . L e P .

o - - . 3 - h .
. <, . o . . e . - . o N L] 3 ©

(1) Disputes betweer hasts and terants tend to occour

infregquently.

€ ©

) Disputes‘tendvta be resolveq through qeiatiatian aric
by referenc1ng ‘the regulativons.

(3) Disputes tend to be recsulved at the lowest practical
lavel of an installations organization structuee.

(4) Gererally, disputes tend to occour more ofter over the
appropriateness of a hos t seeking reimbursement from
a teranrt. :

3. The Determiviaticnm of Cost Saviwgg

The following informaticn gummarizes the findivg

for this issue:
(1) Ceost savings are determirned via rnorn-setandard

methodologies.
<. o c & - c Q o ¢ N [

< a7 e, < c: c° F N T B A E < < - [ M

(2) The coet savirngs that are reported are not verificd.

(3) Twe =significart questions are raised concerning the
determirnation of cost savings. First, are the cost
¢ <
savings accurate? Second, are all possible cost
savirngs being repocrted? : - - -
a8
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V. CONCLUSIONS AND RECOMMENDATIONS

S

A. CONCLUSIONS
The folﬁowing conclusions  are drawn from the findings

and data analysis presented in the preceding chapters.

1. Erablems Administrating ISS0g

The | researcher feels that the five praoblem
categories presented in  Chapter IV would fairly represent
some  (but ﬁot necessarily all) of the more common problems
that could b; encountered in ISSA administration at any Mavy
field activi%y.

2. Disohtes

It Qas not surprising to discover that dizputen

result mainiy over reimbursements. Operating furnds are a

i .
scarce rescurce and the prudent finanical manager (whether

- host or  tenant) secks to maximize their use. The data of

!

this thesis kirndicates that most disputes will cccur over the

|
1

appropriateness of a host seeking reimbursement from a
tenant. A possible reason for this is that the accuracy of
a reimﬁursemeﬁt will likely be ensured by the use of meters;
engireering studies, or by the host being able to break out
suppart  costs 'by terant, .3 was ocbserved at Naval Station
Newpaor-t. The appropriateness of a reimbu?;ement, on the
ather hand, is largely . determined //by interpreting
regulaticns. Misinterpretating regulakiﬁps and simple

confusiorn aver pocrly worded regulations areé irevitable.
T~
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However, ‘based on the data, it appears that disputes will

occur infrequently and be resclved in a profess;onal marmer.,

" 3

- ‘ B o -

- F Ct e 3. Ihe Detérmfnatianﬁof Cost Savings < .

Ernough variation exists in the way field maragers at

<

different installations are determining cost savings that
the two questions ' posed  in Chapter IV warrant additicnal
el A Qtudy. The urgency for these studies is depéndent o
whether the DRIS Databark is retained or whether the Navy
"elects to  establish  its owﬁ databank. If cost savingz arz
going to be used as a measure of the effectivensss of the
DRIS Frogram, <r any progran for consclidation -of base
support 'éervices;‘ then\ it is worth thé time and =2ffort to

ercsure the savings reported are accurate and complete.

o
<

’ 4. hecChggacter of Figlchanauers

Finally; the researcher was impressed by the dedi-

-‘f> - cation and kricwledge of the field managers irnterviewed, and
< . . feels that these  characteristics wsould be colmorn: to most
cther field marnagers at Navy shore installations.  However,

ancther commorn characteristic is that, given the reality of

the varicus situations, ISSA administration must compete

< < < ° © o

with other tasks. It is alsz felt that most field marnagers
wanld praobably berefit from formal training, such as the
DRIS Course.

=] The Value aof I15S0Qs

It The researcher believes it is important to have

current IS5As for three reasons. First, to formally zpecify

30
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the types and lévéis of sehvicés a host agreés go pr;vide>a
tenant. Second, to document the costs of prgviding
services: Third,  to formally specifytthé ééiMbuﬁseTents
that will be paid to the host in return for those services.
In light of these observations, the value of an ISSA lies in

its usefulness as a cortract betweern two activitiec.

©

B. RECOMMENDATIONS
The following recommendations forr the improvement of

IS5A administration are made.

1. ]SSAs Sheould Be Regarded Frimarily Rs Contracts

Currently, ISsAs sgerve as contracts betweer hocsts
and tenants, arnd as a vehicle for reporting the effective-
rness of the DRIS Freogram (measured in terms of cosot
savings). Field managers should be held responsible
primarily for administrating ISSAs as contracts. In this
regard, the responsibilites of the host ard tenant
éctivitieé ‘should  be éle;rly s;ecified.c dnée thé ISSA has
been sigred, it should be reviewed and updated only when

either party has a rneed to change it.

2. IéSQ Qdmihistratian Should Be A Full Time Job

Ideally, each irnstallatiorn should have crne indivi-
dual designated to administrate ISSFs. This person would be
responsible  for preparing the I55Q, acting as the point of
contact  foorr terant  activities, and peffarming reviews and

updates, as necessary. This person  should not be
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- responsible  for determinirg ‘cost savings urless he ar she
has been formally trained to do so.

3. DRIS Program qu1cy~M1kers Shnuld Evaluate the
e T TFyture Ude of Cost Savings

o

Specifically, a decisicn should be made whether cost
savings will continue to be used as a measure of the
affectiveness of the DRIS Proéram. ‘If the decisicn is yes,
then a standard meth&dolagy for determining cost savirngs

should be promulgated to the field managers.

C. RECOMMENDATIONS FOR FURTHER STUDY

Since this study coricentrated on the host perspective, a
fmllo@—up study'tﬁét fﬁcusea ocn the administratioﬁ af,IéSﬂu
by field managers at tenant activities is a logical wnoext
step.’ The research questions would be identical to those
pesed for this study, except that the views of ternant

activity field managers wauld be gathered.

Ariother worthwhile study wouwld be to comparz  the

! . . z . ] . . -
s clo f"cf . o o e . '~ cs - as < ¢ < PR

services being provided by two different host activitieo:

one that is reporting cost savings and one that is rct. The

purpose of this study would be to determine whether or rot
the services being provided b; the activity rat reporting
cost  savings are identical to those being reported by an
activity that is reporting cost  savings. If so, then
insights may be gained into how a standard methodology foo-

determining cost savings could be constructed.
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PR . APPENDIX A: DEFINITIONS

Unless otherwise noted, the definitions below were
excarpted from DOD 42Q9Q.139R (DRIS Regulations).

ngidanée Savingg. The amount by which'an approved
budget plan (FYDP, ﬂresidént‘s Budget, enacted appropria-
tion) would have beern higher without a particular maragement
actior. Rvoidance savirigs will ndt be credited to the DRICS
savirngs targets.

Budget _Savirgg. The amount by which a previcusly
approved budget plan (FYDPR, Fresident's Eudget, enrnacted
appropriaticon) has been reduced as a result aof a particnlar
management action. Budget savings fromAbﬁth interservice
and intraservie agreements will be crediticed to currernt year

DRIS savings targets.

Common-Service. Norreimbursable cservice that has been
directed ocr agreed ﬁpon betweern or among DOD Compc.ients at
the departmertal level, such as medical and dertal care,
telephorne service, operation of facilities, and mealc

‘ proavided to enlisted members.

Dzferse Agerncies. R term which collectively describeg
the following organizations: Deferise fNdvarnced Research

Frojects  Agency, Defense Communmications  Agency, Defense
Contract Audit Agerncy, Deferce Intelligerce RAgercy, Deferncea

Investigative Service Deferse Legal Services Agoency
] g Y
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ﬂDe?ense Loéiééécs ‘bgéncy; D;Fense M;pping ééeﬁé};rﬁéfenﬁe
Nuclear Agency, Defense Security Assistance Agency, and the
N;;d;hal 2Secu;i;;rhgency/CentVEIOSeEJriiy %erviceﬂtﬁef.:ié,ﬂ
pp. 11-123. |

DOD Compcrnents. A term which collectively describes the

:;following organizations: the foiqe of the Seéretary of

Defense, the Mili%ary Departments, the Drggnizatiqn of the
Jzint Chiefs of Staff, the Unified and Specified Commands,
and the Deferise RAgencies [Ref. 3, p. 2E6-A-2-11.

DOD__ DRIS Promram Administrater. The desigrnated indivi-

dual résponsible:for overall adﬁinistration of the DOD DRIS

Program.

©

gigcu;iygggoofdihétinn qugi. The reprecentative of thg
headquarters of the DOD ;r ricn=DOD Comporent serving és the
central single point of contact for his or her Comporent on
all policy, coordination, and promoticnal matters that
‘relate ‘t5  his or her area of réspmhsiﬁ{fiﬁy’éﬁﬁée;ﬂihﬁctheo
DRIS Frogram.

Facilities. The physical plant encompassirng larnd and
improvements th;reto on DOD installationse leased, or others
wise controlled, by DOD Components. Such facilities include

buildirigs or other structures and real property installed

equipment (such as Q}f conditioning equipment, fixed fire

/ )

protection equipme@t,' plumbing, and other similawr
equipment). /
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Gross Qdditidnél Crsts. Ircrease in direct and indircct

cost of the operation of the supplier as a result of pravid-

c
s

ing new or additional support to the receiver:’; _ oL e

Interservice Support. Support provided by orie federal

agency or subdivision thereof to arother federal agency or
éubdivision thereof when at least oné of the participating
agencies or subdivisiorns is the Department of Defense or a

DOD Component.

Military Departmerts. AR term which collectively dec-

cribes the following organizaticons: Department of the Army,
Department of the Navy, and the Department of the Air Force
fRef. 12, pp. €6-111.

Military Services. A term which callectively describes

the following arganizations: the U.S. Army, the U.S. Navy,‘
the U.S. Marire Corps, and the U.S. Air Force.

Net Identifiable Casts. A supplier’s gross additional

cost less ronreimbursable support costs and  value of
rasources provided by the receiver. The resultant is the 5

value of reimbursable suppart.

Petail Interservice Support, Suppaort accomplished at
the post, installation, and base level,’ana between dpeéat—
irng commands with rescources that are available tao the
installation commander (Rzf. 5, p. 2E6-A-2-23.

Savinns. Arny reducticn in  expence, time, labor, o

material expresced in dollars. Savinge are claccified a

&

budget savirngs o avoidarnce savings.
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nature.

framework for the interview; deviations from the prepared

list

. of interest or to secure an elaboration from the person

being interviewed.

(1)
(2)
(3)
(4)
(5)

c - ¢

(&)

(8)

(1)
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N < < <° 5 oo . © © G(
: Interviews with managers were

of questioné were made in order to follow up on paints

~b. What procedure is used?

APPENDIX B: FORMAT FOR FIELD MANAGER INTERVIEWS

c o
o

C? °

© o ¢ ¢ o °

The questiohs presented below provided a working

¢ <

What is ycouwr educatiomnal background?

What is your current GS Rating? |

How lowg have you been in your present job?

Do you know the numbar of ISéQs at this command?
Can on pravide an estimate of how many are up tp
date?

How much time, on a monthly basis, do ycou estimate
youu spend aon the administration of ISSAs?
‘a. <Who ac%uaiiy‘ésfiﬁ;tegéthé costs of a

reimburszable service?

Does fhe\command ever compute cost savings and record
those savings on the ISSA? If so, thcare cast
savirngs computed? If rnot, why rnot?

a. Have there been any instarces where a dispute haz

arisen over interpretation of the service

descriptiors in an I8SA? That is, have there

96
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(11)

(13)

(14)

fre there any improvements in the host-ternarnt program

been any irstarces where a dicpute has aricsen
over interpreting the character and/or level of

. . .
.. services a host is to provide a termant?.

b. How are (were) disputes resclved?

What difficulties have you erncountered irn preparirvig

or administrating ISSAs? ;

you would like to see or any issues you feel need to
be resolved?

Have you had any formal DRIS training?

What questicn(s)y~-—-if any—-—have I not asked that 1

should have?

®
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